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ABSTEACT
The primary purfcse of this project is to grcvide a .
critical analysis of the Master Chief Petty Officer of the {
Command program. It is the author's belief that sufficient :

consideraticn has yet to be given to the possible negative
ramifications of the program . The study evaluates the
Frogram tsing various current leadership theories and ironm
the rerspectives of structure, human resource, symbolic, aand
political frames of the organization. While current fpclicy
states tbat the Master Chief Petty Officer of the Ccamand
Frogram works within the framework of the traditional chain
of ccmmand, the authcr attempts to demonstrate that this may

not ke the case and provides recommendations to alter the
Frogram so as to mairtain auch of the value while reducing
the risk of the fpreceived pitfalls.

’ The study focuses upon the effects of the Master Chief —
Petty Cificer of the Command program as it is presently g
inmplemented in the Surface Forces of the U.S. Atlantic Fleet
(SURFIANT) .
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I. INIBODOCTION

Fcllcwing World war II, American industry moved into an
era <¢f interest 1in organizational develcpment, huzan
resource management, and executive development. The Armed
Services were often cited as excellent examples of organiza-
tion aand =structure. Table I lists characteristics of an
effective crganizaticn which junior officers are enccuraged
to inculcate into tlkeir management techniques [Ref. 1] and
were cften cited as responsible for the effective and
efficient crganizaticn system of the Armed Forces [Ref. 2].

Ip years gone€ by, these characteristics of organizatica
were set in store ip the U.S.Navy. The Captain of a ship
carried cut the missicns assigned by delegating respcnsikil-
ities and authority tc his Executive Officer and defartment
heads. Seamen regquesteéd considerations and provided infcriaza-
tion to the coammand Ly working through the petty officers.
Chief Petty Officers received orders from, made repcrts to,
and shared responsibilities with division officers.

In 1570, Admiral Elmo Zuowalt initiated a Chief Fetty
Cfficer Advisory Board via his naval message "Z-Gram" numker
23. The furpose of the board was to provide recommendations
and act as a sounding board on ideas and policy proposals of
interest to the enlisted Navyman. In July 1971, acting on
the reccomendations cf the <Chief Petty Officer Eocard ,
Admiral 2umwalt initiated the Master Chief Petty Officer of
the Ccamand (MCPOQC) program in an effort to " stimulate a
zeanirgful dialoyue among all levels of command and to
enhance ccamand sensitivity to the needs of all enlisted




TABLE I
Excerpt frca Divisicn Officer's Guide

Pripciples of Orgamization

1. Every_job giver your division, everg duty fcr which
ycur division is resfpopsible, amust De assigpned to
cne cr more of your nen.

2. All the resgonsibilities assigned to gour pen must
Le clear cut and well understdood by then.

3. Nc specific responsikility should be assigyped tc
mcre than one persoan.

4. Each pember of the orgamizatiom, from top to Lotton,
ihogld know tc whom hé reports and who reports
¢ him.

5. Respcnsibility must fe matcahed by authority and
acccuntability.

6. Dc nct have tcc'many men report to one leader.

7. Exercise contrcl on your proper level.

8. Divide the wcrk load fairly amoag your subordinates.

[Bef. 1]

rersconel.” He furtlker stated his desire to " ensure oren
and active lipes c¢f commupications between (enlisted
persconel) and (himself)." (Zumwalt, 1971)

One must assume that Admiral Zumwvalt preceived a combu-
nicaticns gap between himself and the enlisted ccomunity.
Balancing this assumztion against the background of the
early 1570's and incidents aboard the Kitty Hawk and
constellaticn, one would feel quite safe in saying that
there nmcst probably was a significant communicaticns gap
ketween the CNO, Commanders, and Commanding Officers acd the
young enlisted personnel of the tinme. To close the gag, a
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nevw fcrmal structure was initiated. Clearly Admiral Zuamwalt
and bis successors bave restructured the chain c¢f ccomand
for the Master Chief Fetty Officer of the Coamamand, ELut have
they not also restructured that chain of command fcr all
hands? The function and position of the Master Chief Fetty
Officer c¢f£f the Commapnd has Leen further defined and krca-
dened Ly sutsequent action and instruction. According tc the
most recent instructicn, his responsibilities now include a
troad spectrum of cokzand-wide issues and interests.

( Excerpts of the OPNAVINST are provided in Appendix A. )

With the rebirth of "Pride and Professionalism" and the
general shift of the United States military to many of the
clder, mcre authoritarian or classical traditioms, there has
teen a swirpg away frcm many of the initiatives of Adpmiral
Zumvalt. th; then, bhas the Master Chief Petty Officer of
the Ccmmand program nct been <shelved along with the "Upward
Seminars" and suit-style uniforms? Indeed, why is the Master
Chief Petty Officer ¢f the Command enjoying ever-increasing
recogniticnr and sponsorship among senior officers? The
purpcse cf this study is to provide Flag-ievel officers with
a previously unarticulated package of possible [proltlems
regarding tkis very pcpular prograa.

As part of this study, the author conducted a survey
(copy rrcvided in Appendix () of 824 personnel assigned to
twenty ccxzands within the surface forces of the 0. S.
Atlantic Fleet (NAVSUFRFLANT). Personnel represented a crcss
secticn cf afloat coammands from the service, amphibiocus, and
cruiser~destroyer ccrmunities within NAVSURFLANT. Ihe
author alsc conducted approximately 35 individual unstruc-
tured interviews with senior officers, Commanding Officers
of ships, Command Master Chief Petty Officers, and jumior
oificers. Appendix D provides a 1list of all «ccamards
participatirg ip either the survey or interviewus. The
information provided Ly the survey proved to tke difficult to

"
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intergpret and regression analysis showed ©po sigpnificant
correlations between rank (or killet) and choice of answers.
The data is presented in Appendix E with answers to
Guesticns 6 through 41 crosstabulated by billet. While the
data is ©npot conclusive or statistically significant, the
authcr dces refer tc patterns of possible interest in the
discussicns on orgarizational perspectives which fcllcw.
The interviews proved to be very valuable in obtaining view-
points cf the progras. The dialogue suammaries provided in
Appendix B are rerresentative of the <comments cbtained
overall. The @gmajority of the senior officers ipterviewed
expressed ar overall fositive opinion of the program. A few
expressed very strong approval and recommended exparsicn of
the prrogram while, or the other extreme, a few expressed tiae
cpinicu that the prcygram was wasteful use of exfpensive
talent and should be cancelled. The great majority cf the
commanding cfficers felt that they should be allowed to fpick
their own Ccmmand Chief and that it should be a collateral
duty e€xcert on very large shi.s. Again, the author does not
€xplicitly incorporate the interviews into the paper,
however the informaticn and viewpoints were of great value
and strongly affected the direction of the paper.

The paper is orgarized into four main chapters, each of
which attempts to diagnose the Master Chief Petty Officer of
the Ccmgsand program from am organizational effectiveness
viewpcint using four different perspectives or asgects.
These r[perspectives are: structural, (emphasizing who
reports tc¢ shom, resgcsibility, authority, etc.) political,
(emphasizing power and coalition) symbolic, (emphasizing the
symbcls associated with the frogranm) and human resource
{emphasi2ing the imfpact of the program on the irdividuals
who make ur the Navy). The final chapter is a summary of
the authcr's conclusicns and recoamendations.
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Takle II lists
tables and figures.

the abbreviations which will be used in

ccC

CEC
Lept/CH
Civ Cff
Eng

Jc
MCEQC

Ofs
s.E. A.

Sug
Weags
Xc

List of Abbreviations

TABLE II

Ccamanding Officer

Chief Petty Officer

Lepartment Head

Livision Officer

Ergineering Department Head

Junior Cfficer

Master Chief Petty Officer of the
Ccamand the Coamamadd ( also includes .
E-7 and E~8 personnel serving ir this
capacity )

Creraticns Departament Head

Sepior Enlisted Advisor ( forerunner
of the MCEOC program )

Supply Department Head
Weapons Department Head
Executive Cfficer

.
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II. SIRUCTURAL PERSPECTIVE

Navy hkegulations, Article 0701;

The :e=;9nsibilit¥ of the Commanding Oificer for bhis
ccmmand ' is atsolvte, ...While ae may, at his discre-
tion, and whem act contrary to laWw or regulaticmos,
delegate aythorit to his_  subordinates™ for the
€xeciticn of details, such delegations of authorit
shall in, no way relieve_  the Co@imanding Officer ¢
hig ccntinued responsibility for the safety, well-
teing, and efficieéncy of his entire coammand.

A. TCELEGATION

The abecve gquotation, taken from Navy Regulations,
descriktes ir a few words the unigue situation faced by a
Commanding Officer of a naval ship. He is personally aeld
responsible and accountable for the well-being and perform-
ance cf bis crewv. While the Commanding Officer is respcn-
sible, he nmust, in practice, delegate tasks tc his
subordinates. Delegation may be defined as the assignoment
cf authority and responsibility to another person fcr the
carrying out of activities. The delegation of authority by

. Commanding Cfficers is obviously necessary for the efficient

functicning of the ship since no Commanding Officer can
conpletely supervise cr accoaplish every task. The degree
to which any Commanding Officer will delegate is influenced
by many factors, such as the specific task involved, his
rerscnal panagement style, and the inter-relaticnskirgs,
perscnalities, and capabilities of the fpersonnel. These are
"contingency" factors which each Coamanding Officer will
take intc account in deciding bhow much to delegate. 1There

14
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are alsc scme generally accepted guidelines for effective
delegaticn. Responsilility for a task should be assigned to
the lowest level of the organization at which there cam be
found sufficient ability and informaticn to carry out that
task. For exanmgle, it would obviously be a waste cf the
Commanding Cfficer's time for him to remainm in radio central
screening all message traffic im order to read messages of
interest to hiam. Ee has delegated this responsibility to
radicmen via the chain of coammand. Should an igmportant
message Le lost, the Commanding Officer will hcld the
commubnicaticns officer accountable.

A ccrcllary to this rule 1is that for individuals to
perfcrm their assigned tasks, they must be delegated suffi-
c¢ient authority. Tte communications officer in the examgle
above must Le able tc¢ determine training requiremeats, qual-
ificaticn requirements, and numerous other factors which
will epakle his division to effectively operate the communi-
cations guard. By accepting responsibility and authcrity,
the ccmmunications officer has also agreed to accept credit
¢r tlame for the performance of his division. As a manager,
the ccmmunications officer accepts accountability, crot orly
for his perfarmance, Lut for that of his subordinates.

The scalar principle of the «classicai "top to Lkottcm®
view «c¢f authority =suggests that for delegation tc wcrk
effectively, memkers cf an organization must know where they
stand in the chain of command. This clear definiticp cf the
lines of authority enable fersonnel to understand tc whom
they may delegate, who may delegate to then, and tc wvbonm
they are accountable. This "cleanness" of delegaticn tends
to prevent the existence of gaps, splits, and overlags.
Gaps cccur when a task is not assigned. The unassigned task
will eitbher remain unperformed or will be performed by a
Ferson who views the task as an "extra" burden. Sglits

15
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cccur when cne task is divided and assigned to two crgapiza-
tional  units. Overlaps occur when the same task (as a
whole) is assigned tc more than one person. With splits and
overlars, confusion cf authority and accountability tecomes
groktatle.
There are twc significant barriers to delegation:

1) reluctance to delegate and 2) reluctance to accefpt dele-
gation. There are Bmany reasons why managers prefer nct to
delegate in any given situation: "I <can do it ‘Letter
syself"; "Tlhe youngce€r managers aren't as level-headed as
they sbhould be"' ®"If they don*t handle it right, tke whcle

organizaticz could suffer." The major factor preventing
delegaticn is insecurity. Managers are accountable for tae
recrformance of their subordinates. Additional factors

Freventing delegation include lack of managerial ability to
effectively delegate and lack of comfidence in subordinates.
The reascns that subordinates are reluctant to accept dele-
gaticn parallel those of the @®anager. The subordinate gay
te insecure and frefer that the boss make all the decisions.
The fear of criticism or personal fear of failure may also
encourage the subordinate to avoid acceptance of delegated
responsitility. The deyree to vwhich an organization
delegates <ffectively characterizes that organizaticn as
centralized or decentralized. Ernest Dale (1967) descrited
recentralization as a temporary curtailment of the fower of
subordinate levels of management brougjht about by recession
or difficulties. Luring feriods of recentralizaticna,
®apnagers will wmore closely scrutinize subordinates to
Frevent gsistakes which will tend to be more costly kecause
cf the ervironamental situation.

During the early 1970's there were numerous indicatioans
(USS KRitty Hawk, USS Constellation, and increased shifltoard
sabotage ) that the traditioral chain of command had failed
to effectively manage the perscnnel problems of the day. 1In
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an effecrt tc resolve these prcbleas and reduce the likeli-

hood of future failures to <c¢ommunicate, Admiral Zuaswalt
initiated the Master Chief Petty Ozfficer of the Ccomand

T TR

;.‘ Erogram. Figures 2.3 and 2.4 demonstrate the typical shig- i
- toard formal structure before and after the Master Chier "
! fetty Cfficer of the Coammand progyraa. In the shigtoard .

structure rLefore the implerentation of the prograa, f
.i perscnrel matters were delegated to the various levels of i

the chain cf command.

v
aoal e

co

( S.E.A.

I 1 1 1

OPS ] WEAP ENG Sup

],E[J]d]£51fl _‘r_l}r 1
111 M

FCUTTINE PERSONNEL MATTETRS

Figure 2.1 STRUCTURAL DELEGATION: PRE-MCPOC.

The Navy allows the Ccmmanding Officer to hold his chaia of

command accountable for personpel nmatters. The Commanding
Cfficer grants his chain of command the authority and
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responsitility of appropriately deciding which Fperscanel
matters varrant his attention and which can be resolved at a
lowver level.

i CO
{
XC {4CPOC
1
r 4 R L]

CES HEA} ENG {SUE

]Dﬁ1 OFF
~TrT —'l"_'l'_1"l-'l'-1 e rTrTrTTTTT™Y

RO UT INE PERSONNEHL M ATTERS

Figure 2.2 RECENTRALIZED STRUCTURE:POST-MCPCC.

With the iptroductior of the Master Chief Petty Officer of
the Ccamamand, the Navy has directed the Commanding Cfficer
not tc rely solely wupon the chain of command to frogerly
filter the perscnnel inforsation. The Commanding Cfficer
will ncw receive irfcrmation filtered only by the Master
Chief Petty Officer cf the <Ccamand. The Commanding Officer
and Master Chief Petty Officer of the Command ar€ now the
officials deciding at what level the npmatter should be
resolved.”  Indeed, the recentralization occurs atove the
ship/unit level. The Master Chief Petty Officer of the
Command is responsikle to keep not only the Ccomanding
Officer kut also the squadrcn or group Master Chief Petty

) Officer of the Command advised of matters of significance to
- the enlisted communi ty.

18




v T e RGN g Y Wg T Yewd TH WV E TV YW g e ey v ey e
M I R N R Al A A R A B e * Sl i e T AR S W e "R T Bt e A A R R D A i e

B. DIVISICN VS. PUNCIIONAL STEUCTIURE

Closely related to the gquestion of delegation is the
issue of design of orgapizational structure. Modern organi-

e R AR S ”
AP :

. o . - J)'I'- .

- A s . WL

zations are organized into two basic designs of structure,
functicnal or divisicnal. There is a third design wbich bas
tecome very commcn Fkut is really a combinaticn of the two.

The matrix structure attemgts to combine the benefits of
divisiopnal and functional designs. A divisional design
grougs tcgether into a given subunit, all of the activities,
skiils, expertise, and assets required to produce and,or
parket scme organizational groduct. With this upity of
assets, it is @nmuch easier and faster to coordinate all
necessary activities. Accouptability for organizational
goals is clear. A functionally designed organizaticn grougps
together into a given subunit, all of the assets of a
certain tyge to be redistributed to various organizaticn
activities for use. Rith the functional design the orgapi-
zaticpn can improve supervision, since managers will have to
re expert in only a narrow raange of skills. It will be
€asier to activate «certain specialized skills and kring
these to bear om possible trouble spots. The major disad-
vantages of functioral design is that coordination tetween
different functicnal areas must take place at a much bhigher
(and often remote) echelon ¢f£ @management. Figures 2.3
and2.4 depict the design impact of the Master Chief Fetty
Cfficer of the Command program.

The tasic design for shigboard orygyanization is essen-
tially a functiopal =structure. If the Weapoms Officer can
not saintain the gups in an operating condition, he will be
held acccuntable. If he can pot account for the funds used |

Ly his department, € will be held accountable. If he can
not mctivate his personnel to apply their efforts to the
ship's gcals, he will be held accountable.

15
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Figure 2.3 DIVISIONAL STRUCTURE: PRE-MCPOC.

In the r[post-Master Chief Petty Officer of the Ccmaand
design, the shipboard organization is essentially unchanged
with one exception. There is now a functional 1line
authcrity for enlisted personnel matters. dhile the divi-
sion leaders (departaent heads) had rpreviously exercised
° sole authority over erlisted [ersonnel within their depart-
L ment, 0cw an authority completely separate from their cwn
{A has fuactional authcrity for enlisted matters.

2 C. SEAN QOF SUPERVISICH

]

3

UIEY Sgan of supervisicon refers to the number of sutordinates
. who regport directly tc a manager or supervisor. Henri Fayol
®
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Figure 2.4 FONCTIONAL STRUCTURE: POST-MCPCC.

noted the need for different spans at differeat 1levels
withip the organizaticn. Each foreman, for example, wlko is
dealing with fairly simple tasks, may supervise twenty or
thirty wcrkers, shile each superintendent may only supe€rvise
three ¢r four fcremen. [BRef. 3] In selecting the ccrrect
span, @apnagers gsust consider act only the direct relaticn-
ships with the supervised [feople but also the Dnumerous

combinations of relationships among all of thcse sufpervised.
The <c¢choice of the approgriate span of supervision is
important because it affects the efficient utilization of

toth the manager and bis subordinates and because it affects
the design cf the structure. Too wide a span will enccurage
overexterding managers, underutilizing subordinates, and
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freventing sufficient comnunications and ianterpersoral time
tetween the manager and at least some of his subordinates.
Too Dparrow a span of supervision will wunderutilize the
manager, overextend the subordinate, and encourage excessive
manager-sutcrdinate interaction. Again referring to Figure
2.3, fre-Master Chief Petty Officer of the Command structure
gave the Ccimanding Cfficer a ‘"primary" span of supervision
cver the Executive Officer and department bheads. With the
Master Chief Petty Cfficer cf the Command, the spam of
supervision has increased, adnittedly by only one, tut a
very impcrtant one in terms of time and effort allocated to
interrersonal relationshifs and communications. The
Coamanding Cfficer must now spend many hours discussing the
individual problems or concerns of his entire enlisted
complement. The Commanding Officer will listen to matters
which ought to be (and maybe have been) solved at lower
levels ¢f supervisicn. This implies that he will spend a
great deal of time with the Master Chief Petty Officer of
the Ccmmand; possikly to the detriment of his ctter
iamediate cr clcse sukordinates.

L. ©TLUAL BABAGEMENT

Leaders face two separate functional demands which have
Leen lakelled as "task sfpecialization/social specializa-
tion," (EBales, 19¢€E); "concern for beople/concern for
producticn," (Blake and Mouton, 1964) ; "task orientaticn/
relaticnship orientation," (Fiedler, 1967); and "task
kehavior/relationshiy behavior," (Hersey and Blanchard,
1972) . Amitai Btzicmi ( 1959 ) advocated the use of dual
management in complex «crganizatioaus. According to
dual-management thecries, ipdividuals with strong task
criented styles of leadership tend to do well in task

criented situatioas. This mapager will apply whatever
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assets are necessary to successfully complete a given job.
Because cf his strong desire to gjet the job dome, the task
oriented leader will not give appropriate consideraticn to
the peeds of emfployees. Because ine will be preceived as
uncaring by his subordinates, the task leader will not make
a gocd <ccuncilor. Bis sutordinates will not trust their
needs tc¢ this Jleader because the needs will not receive
sufficient consideration. Since tae task leader is nct tcld
about these needs, be will <ccntinue to focus his attentaon
on the task, ignoring the nurturinjy aspects of leadershifg.

Likewicse, the pecile-oriented aanayer, when faced with a
given situation, will resolve any gJuestions based on the
impact tley may have ¢n the well-being of his sutordinates.
As tasks Luild up ard employees are burdened to an ever
increasing extent, the relationship manajer will devote more
and mcre effort to resolving the increasing personnel grob-
lens. iBef. 4] In each of the scenarios above, the manager
is faced with the task of balancing separate and possikly
opposing reguirezents. Recent theories suggest that every
manager kas both oriepntations to some degree. Each conflict
that arises nust be resolved based on the strength of the
particular manager's orientations. There are, however,
additicpnal conflicts that arise besides that of task versus
relationship. Several studies have identified several tyres
of confiict comamon ip almost all organizations: [Ref. 5]

1. Intrasender ccnflict occurs whem a single
supervisor presents a subordinate with an
incompatible set of orders or expectations.

2. Intersender ccnflict arises when orders
or exgectations frca ome persoa or Jroup
orpose the expectations from another person
cL group.
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3. Inter-role <c¢cuflict occurs whea the
different roles glayed by the same person

v L 4
'l ',l'l"

. . et
=

e WL

% give rise tc conflicting demands.

!

3

t

f 4. Person-role ccnflict occurs when job role 1
! requirements run counter to the individual‘'s -]
h needs or values. .
S .‘
¥ 1
S 5. Role cverload conflict occurs when the X
i individual is confronted wita orders and y
" expectatiors which cannot be completed within ?

the given limits.

s

;l 6. Role amkiguity cccurs waen the individual
- is provided with insufficient or unclear
information about his responsibilities.

The effects of these conflicts on organizations and iandivid-
vals is well documenteéed. Role ccnflict and ambiguity causes
decreased job satisfaction and increased anxiety. Amkiguity
and incorsistency raises the apxiety of subordinates, causes
less favcralle attitudes tcwards supervision, and lowvers
productivity. [Ref. 6] John Senger recognized the existacrce
cf this rcle conflict and ambiguity problem in the U. S.
Navy and attempted to document the wmanner in which the

conilict was resolved aboard saips. Senger theorized that
the social and task functions vere divided between the
. Commanding Cfficer and Executive Officer. He enccuraged
> industry to return to the concept of ‘"assistant-to-tbhe-

president" in order tc have a second-in-command available to
facilitate the <sharing of the social and task functioans.
The main pcint here is that the dual management reccmmended

-
W
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ty Senger 1is shared Letween the top two figures with line
autnority. [Ref. 7]

In the pre-Master Chief Petty Officer of the Ccamand
Navy, the cnly individual sgecifically tasked to see to the
social apd emotional peeds of the enlisted personnel was the
Commanding Cfficer. How he accomplished this function was
through his chain of command, with a couple of safety valves
(i.e. the Chaplain cr the Commandiny Officer's open-door
policy). in every decision, the Commanding Officer Lkad to
weigh the factors of task requirement and social impact. 1In
turn e€ach of his sukcrdinates had to balance these factcrs

at a sulordinate level. Sometimes the overall situation
made it easy to talance the demands. dore often, however,
the demands created scme degree of conflict. The conflict

was ncrmally identified at the junior management level. For
exanple, the Chief Fetty Officer would tell the division
officer that task demands (paint «chipping) were not recco-
cilakle witl the social needs (well deserved liberty) of the
sen. The division officer would either 1) pass the conflict
to the department head, 2) make a decision in favor of
€ither task or social reguirements and accept the ccnse-
quences, or 3) resolve the conflict in terms of some degree
c¢f ccuprcmise. This basic scenario can be applied to every
aspect of the organizational and individual npeeds inherent
aboard skips. The Chief Petty Officer of a division must
contipucusly wveigh the requirements for training, cleanirng,
maintenance, operaticn, socializationm, individual fulfill-
ment, recognition, reward, sense of belonging, and many
cthers.

With the introduction of the Master Chief Petty Officer
of the Cceumand frogram, the dual management idea takes on
nev meaning. The Cczmanding Cfficer (and Executive Officer
depending c¢n the individual arrangements) must still under-
stand and resolve the conflicts of task and social~emotional
needs of the shif. However, below the Commanding
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Officer/Executive Officer 1level, the conflict is resolved
via a structural change in the organization. The Commanding
Officer and Executive Qfficer will without fail, delegate
the task requirements to the chain of coamand. However, in
a nunker of areas (as highlighted by Section C of CPNAVINST
€400.37C) the Commanding Officer and Executive Officer will
delegate the social-emotional needs to the Master Chief
Petty Officer of the Command. The results of the senior
cfficer interviews supports tais theory. It 1is a wide
spread practice to have the Master Chief Petty Officer of
the Ccamand "sugervise" or "run" the retention team, the
awards toard, the Sailor of the Month program, Family
Services prcgrams, ard even the NJP review process. While
almost every Master Chief Petty Officer of the Ccmzmand
conducted these programs “through the chain of ccaomand,"
very few stated that they routinely worked with the division
cfficers or department heads. Master Chief Petty Orfficer of
the Cczmand generally took care of these "enlisted matters"
by working with the Chief Petty Officers. Figures 2.5 and
2.6 demonstrate the ispact of the Master Chief Petty Officer
of the C(cmmand program in terms of dual managenment. The
pre—Master Chief Petty Officer of the Command diagram shcws
€very ecltkelon of the chain of command sharing the burdean of
role ccaflict.

The rpost-Master Chief Petty Officer of the Ccumand
diagram shows the task and social reyguirements being sefa-
rated at the Commandirg Officer/Executive Officer level and
to a lipited degree ccming together again at the Chief Petty
Cfficer level. Additional discussion on the role coaflict
resoluticn will be provided in each of the follcwing
chapterse.
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III. POLITICAL PERSPECTIVE

Good Managers...are the keys to an organization's success.

are rot motivated by a need for [fersonal
aggrardizement, or by a need to get alcng
with subordinates, but rather by a need to
influence others' behavior for the gccd of
the wbcle organization.

want fower.

[Ref. 8]

A. DEFIFITIONS

The rather small amount of scholarly writing regarding
Fower in «crganizaticns prior to the last decade indicates
that this aspect or organizational reality was not well
recognized. The guantity and diversity of the writings in
recent years iadicate that pover is npot well  uaderstocd.
Power is not tangible. You can not show it c¢n an organiza-~
tional chart. It is not easily measured by survey or inter-
view. It gsay not Le identified even over 1long pericds of
casual okservation. Observed or not, it can be felt Ly all
who have it and all who yield to it. Definitions of fower
vary amcng theorists. Generally, they agree that fover is
the alility of omne [ersonm (cr group) to influence the
acticns cr reliefs of another person (or gyroup). Some€ theo-
rists cualify the definition ry adding that the acticns or
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teliefs influenced +wculd not otherwise hnave been taken or N
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o ) accerted; that the action is directed to desired ocutcomes;
% . that fower must be exercised to be present; or ccnversely
f that power does not have to be exercised to be [reseaxt.
4 [Ref. 9] For the purpcse of this project, the authcr will
use the following definition of power:

The ability (or jotential) for ome individual (or

group) to influence the actions of another indi-
vidual cr jroup in a direction desired by tae holder
cf pcwer.

I~ B AL — (PP E)

Authcrity is often used synonymously with power. Rhile o
these ccncepts are clcsely related, an understanding cf the
difference Letween tkem is critical to an understanding of

g the zclitical perspective of anm organization. Authcrity is j
& more structured and restricted than power. Authority cam be %'
! used to influence others therefore, (in keeping with the ]
. defipiticn above) it is a subset of [power. Authority is

generally vested in organizational positions and is tramps-
ferred guid pro guo with succession of incumbents.

Fipally, before discussing the political perspective of
an orgamnization, tke term "fpolitics" must be understocd.
Politics in the context of organizational reality does not
necessarily involve kissing bakies and making speeches as is
normally attributed to the [fublic arena. organizational
Folitics involves activities to gain, expand and utilize
power which, coupled with other resources, is employed to
influence the activities of the organization in the
preferred direction cf the rower holders. [Ref. 10]

B. SCURCES OF OBGANIZATIONAL EOWER

Assuring that individuals or groups in an organizaticn
- will want to influence others in the directicmn of

30
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orgapizaticnal goals, it becoses critical to understand who
can cktain power, how they can obtain pcwer, froa whca tley
can oktain power, and over whon they can exercise power. 1In
turn, one must be able to identify the source(s) of fower in
that c¢rganization.

Je« 5. P. French and BR. Raven have provided what is
probatkly the most widely known theory of the sources of
Fover. They identified six categories of sScurces:
[Ref. 11)]

1. Coercive power is based on the follower's percefption
that the power holder can punish hia. The punishament can
take gany forms including: reduction in pay, susfgensicno,

termipation, demotion, incarceration, etc. The fpunishment
will ke unpleasant and deny or reduce the follower of cne or
more cf bhis preceived needs.

2. Reward power is based on the follower's [percefption
that tbe pcwer hclder can reward him. The reward car also
take many fcrms including: increased salary, iaproved wvork
conditicns, recognition, additional recreation time, [fromo-
tion, e€tc. The reward will be pleasant and help fulfill or
increase one or more c¢f his preceived needs.

3. Expert power is based upon the followers belief that
the pc¢wer bholder has special knowledge or expertise which
can be used to meet the preceived needs of the fcllcwer.
For example, if a car owner can not repair his autoamobile
€ngine, the local mechanic will enjoy powver over the car
cwner. The pover will be wielded to command awmonetary
reauneration.

4. Referent power is based on the follower's desire to
identify with a charismatic or respected person. The char-
ismatic person holds [fower over the follower to the extent
that be can influence the fcllower's actions in return for
the "rrivilege" of ccntinued association. John F. Kennedy
is certainly the most famous example of referent power tut
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referent rower is alsc commcn place. Youngsters are cften
= influenced to act cut of character because of the referent .
fover exercised by playmates. '

”'ﬂ.’_\

S. Bepresentative power is given to a person Lty another

LS N RS

E€LS¢n CcI Jroug with an iaplied agreement that the
"follcwers" will continue to follow as 1long as the fower

bolder stays withip c¢ertain guidelines of group desires.
The fcreman of a jery is granted representative f[cwer by
fellow jurcrs. He will retain this power as long as he
stays withir the general gJuidelines of the group desires
(i.e. mzajority rule, ard amomjamity).

6. legitimate power is based upon the follower's values

T T

wioich ccnvince bhim that the power holder has a legitimate
“rigbt" to influence and that the follower is ‘"bcund" to
i accert. Legitimate fower is the basis of the subset called
L. authcrity. Emergency vehicles exercise legitimate [fower
wvhen they influence vehicles to pull over to the right hand

P T

& | side cf the road. Automokile drivers do so because¢ tley
‘ know that it is the "right" thing to do.

A person may be akle to influence another based cn any
cne of the conditions listed above, or any combination of
the bases. 1In organizations, manajemeat frequently exhibits
pover <characteristic of several of tane bases. Eower
acquired frcm one base augments and stablizes power acquired
from cther Lases. A corporaée executive has power Lecause
employees ltelieve it to be right for him to have fower
(legitimate); because he can hire, fire, and promote (reward
and ccercive); because he can give them inside inforamatiom
about ccrporate matters (exfpert); because they would like to

ke associated as being a part of his team (referrent); aand
e tecause be can engage in activities which will increase

profits or some other measure of corporate well-leing
{(representative). Individuals will obviously be influenced
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more ¢r less on different types of power depending on their
relaticnship vith the power holder.

Rcsaketh Kanter bas expanded on the French ard Faven
Fower source theory. She adds two additiopnal or speciail
sourceés c¢f power which apply in an organizational context
rather than an interpersonal situation. These
organizaticpal sources are: activities and alliances.

Activites i1s power source camn be categorized into three
tasic tyres. Extracrdinary activities are those engaged in
for the first time, =such as £filling a nev position, €sfe-
cially if the positicn is located in the higher levels of
the @management bhierarchy. Involvenent in organizational
changes, eitner structural or personnel and participaticao ia
activities which invclve personal or organizationmal risks
will increase the [cwer base of the eaployee. Visiktle
activities increase an employee's power base by attracting
attenticr ¢rI notice tc what coptributions the emplcyee nakes
to the orgacization, thereby increasiny the preceived depen-
dence upcn that eamplcyee. Visibility will actually serve as
a multiplier c¢r enhancer of <cther power bases. Eelevant
activities closely jarallels visible and extracrdinary
activities. If an esployee is engaged in activities which
top sanagement believes are ‘“crucial®" to the organization's
well-keing, the emplcjyee will enjoy extraordinary visibility
and increased statuvs and fover. Kanter's activities
concepts will be better understcod after discussion on the
power and dependency concept in the next section.

The seccnd organizational source of power identified by
Ranter is alliances. Alliances ailow employees tc pccl cr
share power with fellcw employees. Alliances can Lbe estab-
lished with fpeers, sukordinates, or semniors. Alliances with
Feers can increase the ability one has to influence
resources c¢f amn orgapizaticn towards desired goals. Peer
support will reduce the degree of dependence one has on
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y seniors ¢r subordinates especially in meeting one's needs
- for affiliation and esteen. Alliances wita sulkordinates
i enakles one to extend bhis ipfluence via the alliance
: networke. Subordinates can improve the resources availatle {
E to ap allied boss fcr the execution of his tasks, again
L reducing his derendence o1n other sources. The greatest
.

'-

[T T

power enhancer is prcbably the taird category of alliance,
the alliance with a senior 1in the organizational bierarchy.
An allied senior can provide significant informaticn,

.
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visitility, and statts.

A significant amcunt of power is available to the higter
management levels of an organization. Managerial power is
no different fron pdwer existing in any other relaticnpship

e

in so far as the sources of that power. However, it may be
4 belpful tc discuss managerial power in four general
g categcries: [Ref. 9]

1. Ecrmal positicnal fpowers exist as the legitimate
{ rights, respomnsibilities, and perogatives granted to
managers. The)y are held responsible for many asgects

| S

A

.. OIS

cf the organization therefore, they will have afpgro-
priately ftroad authority. B
2. RBesources can be used by management to reward or

Eunish, increase or decrease dependence, and to
isprove the status of the project/workcenter or of a
particular individual or group of individuals.

3. Ccptrol of decision premises enables wmanagers to
Flace contraints on the decisions pmade at lower
levels. Not only the amount of decision fremises
ccntrolled but the tizing of the release of these

premises can empower subordinates. <Control cf infor-

R, 3 SR

. 9% . DR

:

matica is a special case of control of decision frem-

ises. Cogmmunications is the key to any organizaticn.

If there is nc information flow, there is no organi-
; zaticn. Information comes into the organization from
L)
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the environament. It is transaitted within the crgja-
nization in numerous formal aad informal ways. Ihe
mcre informaticn relevant to tae functioning of the
organization that any single awmember iaas, the acre
ECVEr he will have within tnat organization.

4. Experience is the common tera referred to ian identi-
£ying a key trait of a successful manager.
Experience is, in reality, the acknowledjed cppcrtu-
nity an individual has bhad to obtain exfpertise,
legitimacy, brcad inforazation, and many other assets
which enbance fower.

[Ref. 127 . ) . L
Cre flaw in the French and Raven theory is the implicit

treatzent <¢f power as an attribute of a fpersom or as a
static relationship Letween individuails. Personal traits,
skills, fositions, or expertise which may be relevanpt in cne
relaticnshipr may not be relevant in another. Likevise,
withip a given relatiomnshig, the relevance of a base of
povwer in ocne situaticn may Le entirely independent of the
relevance c¢f that base of power in another situation.

C. DEPENDENCE AND PCRER

Eelaticnships in every facet of social interacticn are
detercined ty mutual dependence. If there is absolutely no
mutual dependence between individuals, they have no rela-
tionshifp and they exercise po influence omn each other. The
nutual dependence does not have to be significant tc suppcert
a relationship. Twc strangers entering an elevator are
mutually dependent tc the Jdegree that the individuals want
to be in a polite epvironment. The presence of the ctler
rassenger will influence each to abstain from *“rude"
kehavior. Each passenger is ipn a position, to some degree,
to grant or deny, facilitate or ainder, the otheér's wish.
Power to influence tle other is based upon the control over
that which he values (environment). [Ref. 13]
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Iwvo variables function jointly to determine the depen-
dence ttat cne fferscn will have upon another. The depen-
dence of one persomn cn another will increase proportionately
with an increase in the importance of the needs met in that
relationshir. For example, a “casual" marijuana user will
show very little dependence om a dealer while a heroin
addict will show great dependence on his pusher. Defendernce

will decrease proportionately with an increase in the avail- i
ability c¢f cther sources of need satisfaction. Continuing
with the example above, if the heroin addict discovers ctter
Fushers willing to sugport his habit, bhis dependence on the

LA aEn 2% g o
F ‘ s
N LR P
e—_1 a

origiral pusher is diminished.

Fower can now be defined as the amount orf resistance on .
the part of the follcwer which can be potentially cverccae
Ly the frower anolder Lecause of tae fcllover's dependence.

Lol A2E0 a0 GEN o o o

This fower does not have to be exercised to be [fresent.
When exercised, the power is not limited to the olkject of
dependence. In the druy example, the sole sufpplier c¢f hecin
can irfluence the addict in matters of theft, prostituticn,
OLC Dpugzerous other ‘unrelated"” aspects of the addict's
tehavior.

Ap important aspect of dependency based power is tbhat

one perscn does not have to ke independent (or even less
dependent) of the cther in order to have power over that
person. The obvicus examgple 1is that of a @marriage.
Altncugh the dependence may be perfectly mutual, each spouse
has [fower to influence the other under’ various circum-

stances. Power is present but it is balanced at egqual
levels. Another pcssible situation couid exist if cne
Ferson enjoyed a power advantage over another. This situ-
o ation can also exist in a perfectly satisfactcry and
K talanced relationship. For example, in a romantic relaticn-
snip, cre rfperson might have a wmuch higher need for the
affiliaticn provided in the relationship and therefcre nave
e
36
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a greater dependence c¢n the other person. The less depen-
dent partper will exercise a fpower advantage over the more
dependent. This relationship will remain in kalance
hovever, as long as the [power advantage/disadvantage is
Fropcrticnate to the independence/dependence relationshig.
When the power advantage is exercised, the more dependent
Facrtoer may find that relationship wunacceptable 1in its
present forum. Four <changes in the relationship c¢an cccur
waoich will tring the fower ftack into balance:

1. TLke more Jependent partner can devalue thcse peeds
met Ly the otler, therekty reducing his dependency.

2. The more dependent f[fartner can devalue the needs
causing his resistance to tae other therby negating

the need to exercise power.

3. 1Thbe less dependent partpner can increase tne value of
his needs met Ly the other thereby reducing the fower

aévantage.

4. 1The less dependent partper can devalue his own needs
(for which he was exerc.sing power) thereby negating

tke need to exercise fower.

D. ECWEE AND MANAGEMENT

The guctation at the beginninj oI this chapter states
the necessity to give adequate attention to the power moti-
vaticns ¢f managers. Reducinyg that guotation somewhat makes
the case even harder:

Gecod wmanagers are the keys to an orgjanizatican's
success (and they) want power.

John Atkinscon (1564) rroposed a model of motivation kased on
the rrinciple that adults apply their potential cafpaktilities
depending on their relative strengths in three basic drives:
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The need for achievement motivates people to do things

- thesselves; the desire to do something'better or more effi-
ﬁ: : ciently tham others can do it. This motivation will seek
concrete, short-term feedback.

The need for atffiliation motivates people to> estaklish

and purture positive relaticnships with others. This goti-

!

*ii vation will seek comfcrtable processes and a safe and se€cure

g €envircrment. The person motivated by affiliaticn needs

[ pakes a good "team player."

o The final motivation identified by Atkinson is the fower

;!; motivaticn. Power 1motivaticn is the desire to influence
cthers. Unlike the achievement motivated person, the fower

motivaticn does not seek success in compieting a task.
t Pover motivation is aimed at getting a task complete, Lut
‘o not ty one's own effcrt.
# [Bef. 14

In a study of American aanagement motivation, @managers
Farticipating in @management workshops were categorized by
their motivation drives and their relative success as judged
ty their seniors and peers. The conclusion was that

managers will possess a high pneed for power. This need must
ke disciplined and directed toward the benefit of the orga-
nization rather than the personal aggrandizement of the
manager. This need for fpower aust be greater than the
manager's need to be liked. The successful manager should
influence cthers' successes more tham achieve new goals
himself cr socialize with his sulkordinates. In this study,
conducted Ly David McClelland and associates, not only was
Fover motivation in managers found to be more important than
. affiliation in determining the orgamnjization's =success,
] achievement needs were also found to be wmore critical than

affiliaticn needs. The dominance of power motivation over
affiliaticr motivaticn was evideat in 80 f[fercent of the
"jood" manajers as ccmpared to opnly 10 percent in the fcorer

® Banagers. [Ref. 15]
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Gcod managers have a need fcr power. HWhere does it cone
fromz Managers obtain power from the same pcwer sources as
everyone else. See 1Table IV helps to summarize the orgabpi-
zatiopal design factcrs which can enable or limit f[fower
distritution in an crganizaticn. The design of pcsitions
(or killets) at every level in the orgyanization is imgcrtant
tecause power enables the emgloyee to be productive. This
is critically true fcr management positioans. Managers need
sufficient fpower and latitude to periform thier joks well.
{Ref. 12] If the distributicn of power 1is not closely
aligned with the distribution c¢f organizational responsibil-
ities, key members will not nave sufficient power to €xecute
their respcnsibilities and the organization will not be

effective.

E. FECREE AND THE MASTER CHIEF OF THE COMMAERD

Wwhile discussion of political considerations in the
U. S. Navy may scund like heresy to many career Navymen, the
only taccc broken wculd be the discussion, not the exis-
tence, «c¢f political reality in the Navy. Politics has
enabled Admirals to Lbecome Chief of Naval Operatioms. There
is ncthing inherently wrong witia that because the Chiefs of
Naval Operations can use thier power for the good of the
0. S. Navy and Agerican «citizens. On a smaller tlLasis
rersonnel assigned tc ships have the same need for fower at
their level. In order to structure the discussion ¢f the
Folitical implications of the Master Chief Petty Officer of
the Ccmmand prograa, the author has divided shifpkoard
personnel irto five interest groups:

1. Ccomanding Officer and Executive Officer

2. MWaster Chief Petty Officer of tane Command

3. Chief Petty Officers

4. Erlisted Perscrnel
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5. Junicr Officers {including department heads)
While every power source will not be discussed for each

groug, thcse which the author feels are particularly
affected bty the program will be addressed in the fcllcwing !
secticns. ‘

1. comanding Officer and Executive Officer

e — a— — Spen—

The Commanding Officer and Executive Officer are
grouped together because these are the two officers akoard a
ship who exercise avuthority over the entire cowmfpliment of

i
)
:
]

personnel assigned, cfficer and ealisted. Each Commandiag
Cfficer and Executive Officer will have their owan style of
implezenting the Master Chief Petty Officer of the Ccamand
frogram, and ﬁill therefore experience some variations in
the pclitical impact ¢f the program. In general, Coammanding

Officers and Executive Officers will act as a top team with
shared interacticns regarding the Master Chief Petty Cfficer
cf the Ccamand and all other matters.

What has been the effect of the Master Chief Fetty
Cfficer of the <Coamand [frogram on the power of the

"
. T VR

Commanding Officer and Executive Officer? Obviously, the
authority or legitimate power basis has not <changed. The

expertise cf the Cozsanding Officer and Executive Qfficer
has nct teen changed. The power to coerce is still fresent
and the desire fcxr people to Dbe associated with the
Commanding Cfficer and Executive Officer has protably not
changed. The author, however, feels that many of the cther
Fower lbases may have Leen altered.

The Commanding Officer and Executive Officer have

"
.\

always bad the ability to reward personnel assigned to then.
Revards include: verkal praise letters, medals, increased j
promotion likelinood, and assistance in obtaining the best 5
"next jotk."™ Prior to the Master Chief Petty Officer of the
Command r[rogram, the Commanding Officer amnd Executive
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Cfficer relied wupon the cbhain of coamand to initiate and
sponscr rewards presented to the Commanding Officer and
Executive Cfficer. The junior managers controlled the
reward activities of the <Commanding Officer and Executive
Cfficer to the degree that they withheld informaticn which
might justify or negate reward considerations. For exanmple,
the Captain would tell the leading boatswain's mate that he
did a good job, only when the First Lieutenant or Weapons
Cfficer had informed him that the sailor was deserving cf
recogritione. With the introduction and expansion of tae
Master Chief Petty Cfficer of the Command progranm, the
Commanding Officer ard Executive Officer are now mnuch more
capable «c¢f applying rewards independent of the chain «cf
command. In some cases they may even be more capatle than
the chain c¢f command supervisors because the Master Chief
Petty Officer of the Command is not involved in the many
task-related aspects of the job that the chain <¢f ccrcmand
managers are. The Master Chief Petty Officer of the Coamand
can tierefore expend significantly awmore effort in lccking
for "rewardable" performance and in the adaministrative
reguirements to make those rewards come to fruitition.

1he Commanding Officer (and Executive Officer to a
lesser degree) exhilits representative power wahen he sfeaks
for bhis ship. If an Admiral comes on Lkoard and the
Commanding Cfficer says, "He are happy to have you here,"
the crew will support the notion that the Commanding Officer

is speaking for all hands. This powver camn bte 1lost if the
Commarpding Officer overcomwmits himself. If the Cczmanding
Cfficer were to inticduce the Admiral aand say, "Re would

like fcr you and your staff to arraange for us to serve as
flagshigp fecr your <upcoming deployameat,” the crew would
disqualify his representaticn [powers by numerous "under-
kreath" ccoments, uwcaans, and groans which would tell the
Commanding Cfficer apnd the Admiral that the comment was rot
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representative of tke crevw. The Commanding Officer bhas
always keen able to sreak as the representative of his ship
to sore degree. With the introduction of the Master Chief
Fetty Officer of the Command, the Coamanding Officer has a
direct lipk to the eplisted community. Because this link is
Fresent, the Ccammanpding Officer can speak "for the crew"
with more credibility. When he approaches the point where
be may threaten his representative power, the possibility
that he really dces have some empirical data to suppcrt his
statement may prevent dissenters from voicing their
cbjecticns.

Cne of the 1major advantayes of the Master Chief
Fetty Cificer of the Command frogram is the alliance which
the Ccmmanding Officer can fory with the Master Chief. The
Commarnding Cfficer can speak using Dnot only his legitinmate,
expert, and other pcwer; he now speaks with the izplied
concurrence of the mam who's sole responsibility it is to
watch for the welfare and morale of the enlisted ccmamunity.
All hands "know" that the Master Chief represents their best
interest, <o if he supports the Commanding Officer's fosi-
tion cn scme issue, fersonnel will more readily accefpt the
Fosition of the Commarding Cfficer. In industry, the same
purpose wculd be served if Crysler's Lee Iaccoca could
present all policy matters with U.A.W. President Lane
Kirkland standing at bhis side, In the Navy scenario, the
Commanding Cfficer has the best of both worlds; he has the
"emplcyees'" representative standing beside him and he knows
that the representative is going to be <cooperative and
supportive,

The EZxecutive Cfficer has the opportunity to form an
ailiance of a sosewvhat different nature. Since the Master
Chief Petty Officer c¢f the Command bhas no task respopsikili-
ties and, in accordance with the iastruction is tc be
involved in aost of the "people" progranms, the Executive
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Qfficer can increase the power base of the Master Chief
Petty Officer of tte Command in excanange for the Master
Chief Petty Officer <¢f the Ccammand's assistance ir manpy of
the administrative/personnel matters which traditionally
inundate Executive Officers.

The Commanding Officer and Executive Qfficer used to
rely cn the chain of command and informal lipes of ccrruni-
cations to obtain all of the information they required to
effectively execute their duties. Likewise, all memters of

the ccmmand wvere derendent on the Commanding Orficer and

Executive Officer tc provide the guidance and "strategic"
focus uprcn which the routine oferational decisions could be
made. The Commanding Officer and Executive Officer held the
decision premises over all others and the informaticn was
dissezinated on a "need to know" basis. With the iptrcduc-
tion of the Master Chief Petty Ozifficer of the Command
program, the Commanding Officer and Executive Officer still
maintain their contrcl of information but they are now
capakle c¢f providing that iaformation to the Chief's mess or
even the wmess decks, withcut ianvolvement of the <chain of
commarnd. Figures 2.4 and 2.6 demonstrate these 1lines of
commudnicaticns.

lhe impact of the Master Chief Petty Officer cf the
Command program is mcst obvicus when the Commanding Officer
and Executive Office evaluate their dependencies on the
chaip c¢f ccumand befcre and after the prograa. Indeed, the
impetus for the original Senior Enlisted Advisor progranm was
Admiral Zumwalt's desire to reduce his dependence on the
chain <¢f ccammand fcr information regarding the enlisted
community. With the Master Chief Petty Officer of the
Command actively and routinely attending to [fperscanel
patters, the Cosmanding Officer bas the option of reducing
bis degendence on the department heads and divisicn offi-
cers. If a particular Chief Petty Officer is not ferfcraing
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in a satisfactory manner, the Coamanding Officer can have

v
*a

the chain <¢f command address the jroblem or he can <cft to
have the Master Chief Petty Officer of the Command address
the froblen. The chain of command is no longer the scle
source of management intervention. Thereiore, the

PO O gva g o a4 P————
: . P R RS

Commanding Cfficer's dependence on the chain is reduced.

2. Master Chief Fetty Cfficer of the Command

v-

1he power shift in favor of the Master Chief Petty
Officer of the Command may seem obvious and precisely as
intended by the sponsors of the projram. However, in an
effort to present a complete picture of the [folitical
Eerspective, the author feels obligated to cover this
aspect. It is important to keep in mind that a great Jeal
cf power was exercised by the senior enlisted perscn lcng
tefore the Master <Chief Petty Officer of the <Ccmmand
[rogranm. This rpower vas often exercised in informal chan-
nels and was less high-lighted thaa it is under the nevw
Frojram rut it was most certainly present.

The senior enlisted man of ten years ago had the
ability to restrict liberty, take subordinates to sast via
the chain c¢f coamand, and even put im a bad word to the
Commanding Officer. The Master Chief Petty Officer of the
Command cf today meets regularly with the Coamanding Officer
and Executive Officer and can discuss any matter which wmight
affect tte enlisted conmmunity. The Master Chief Fetty
Cfficer of the Command can influence the Ccmmanding Officer
and Executive COfficer on matters of reward, rescurce
allocaticn, punishment, etc.

The degree to which the Commanding Officer and/or
K Executive Officer can be influenced by the Master Chief
a Petty Officer of the Command will define the Master Chief
Petty Officer of the Coamand's coercive power. The oppcrtu-

.

}, nity to attempt to influence the Commanding Officer and
)

K
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Executive Officer is ;resent as it always has been. However,
now there is little ¢r no risk involved in the Master Chief
Fetty Officer of the Command‘'s attempt. If he is successful
in his attempt to influence, he can bring significant
Funisbment to bear. If he is not successful in his attemft,
he is safe from reprisal because he is responsible only to
the Ccomanding Officer and Executive Officer.

As in coercive power, the Master Chief Petty Cfficer
cf the Ccmmand has reward power in propcrtion to his akility
to influence the Coamanding Officer and Executive Qfficer.
Additiorally, through his participation and/or chairmanship
cf the varicus personpel boards he can be tae key factor ian
many awards. He will probably be the primary control foint
for tle striker selection boarg, the Enlisted Surface
Warfare Specialist Ekcard, the Awards board and others.’
Enlisted personnel interested in receiving these awards; and
chiefs and officers interested in bhelping their assigned
Fersconel in oktaining these avards, will bhave schme
dependence on the Master Chief Petty Officer of tae Coammand.

The expert pcwer of the senior enlisted persconel of
the Navy bhas always been reccgnized and is increasing as
rapidly as the techrnical aspects of naval warfare. The
expert f[rower exercised by senior enlisted personnel is
enhanced by the criticality of their rate and relevance of
their ok to mission accomplishnment. On a guided missile
cruiser, a chief boatswain's mate will exercise scme expert
pover Ltut possibly nct a great deal. Place that same chief
aboard an amphibious tank landing ship and his exfpert fower
will ke 1outinely emfphasized.

The Master Chief Petty Officer of the Ccamand may
come may come frcm any rating rfackground. If he serves as a
collateral duty Master Chief Petty Officer of the Ccmmand,
he will retain the expert fower base associated with bis
rate. He will alsc gain additional expert power as the
"authcrity" on enlisted matters.
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The referent power exercised by the Master Chief

P

Petty Officer of the Conmand is significant. The Commanding

Cfficer and Executive Officer will wvant to be asscciated

A IE)

with the Master Chief Petty Officer of the Command on a very
Fositive Lbasis. This relationship will serve as a symlkolic

statement of the Cormanding Officer's interest and concern
? for the crew. If the Commanding Officer can not establish a

good puklic image withk the Master Chief Petty Officer of the
3 Command, bhe <could lcse a great deal of credibility with
8 cther erlisted personnel and with his seniors. Other feogle
b on tke shipr wil also be concerned about bhaving a gcod

rapport with the Master Cnief Petty Officer of the Command.
Fellcw Chief Petty Cfficers will enjoy increased status if
they asscciate with the Master Chief Pettg Officer of the

4
’
[
r
r, Command. Since ne is obviously successful and influential

himself, 1if they are considered one of his "associates,"
{ they wiil gain also. The Master Chief Petty Officer of the ]

Commapnd enjcys increased power because of this situation.

Ey virtue of CPNAVINST 5400.37C, the Master Chief
Fetty Cfficer of the Command is the representative of the
enlisted ccrmunity. The Master Chief Petty Officer of the

Command is generally given a great deal of representative
power Lut the [rower may not be indicative of his true
abiiity to represent the enlisted community.

Cpe of the mcst interesting and significant findings
in the aralysis of the NAVSURFIANT survey is that the Master
Chief Petty Officer <¢f the Copmand may be poorly suited to

5. U

fulf£ill the function of enlisted representative. There are
persuasive indications that the Master Chief Petty Officer
g of the Coraand has nore in common with the Ccmmanding )
§ Officer ard Executive Officer than with the enlisted ¥
perscrooel. In fact, the responses to several of the !}

questions (presented in Table III)
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TABLE II1I
Survey Besults Profile Coaparisons

O, SRR ) W

b The contents _of this table are excerpts from the
X survey results rprovided in Appendix E. The onumkers in
b cach fow indicate the gercentl,e breakdown of_ the gGIGCUES
& jndicated. The answers to guestions 7 8 and 9 indicate
y who _the respondents feel “would be the best official to
handle a particular  situation._ The answers to questions
15, 16, and 22 indicate the degree to wnich resgondents

R ) Wy e

] Question 16 o
Appropriateness of jumior officer privileges

- agree or dilsagree with scae olicy or _aspect” within
. their ccamand. "Note the _relative similarity Letween
of the gercentile spread of Commanding Cfficers .
and MCECC (s) as compared with ot her Tespcndents. -
J guestion 7 .
Tc wvhom to report racial discrimipation i
Cczmanding Officer *n 17 617 17 *%
MCECC ) Q7 07 67 07 13
Sc¢amen/Firemen 07 27 19 25 22
. Question 8 . .
Cttaining " feel " for crew reaction to policy B
Ccmzmanding Officer *% *¥ 99 *% *% L
MCECC . *% * % 93 g7 *%
Seamen/Firemen 13 29 40 16 02
Question 9 . .
Who Lest understands enlisted vaiues .
Ccopmanding Officer 17 * % 17 17 5Q a
MCEQC Q7 * % 29 21 43 .
) Department Head % 20 40 15 25 1
. Questicn 15 o ?
Appropriateness of CPO privileges ]
Ccmgmanding Officer % 17 83 *% k% b
MCECC | 13 20 80 07  xx
Seamen/Firemen 03 11 57 20 08 ?

Cczmanding Officer *% *x 99 *x ** -
MCECC . 07 07 67 20 *% ]
Division Officer 12 32 48 07 02

"’ t-r, DR

A {

. guesticn 22
How well is chain c¢f command enforced

3 Ccmmanding Officer 40 60 *% xx *%
i MCECC ) 4Q 33 13 % 13
Seamen/Firemen 06 24 41 17 12

TN

1

indicate that the traditional chain of command is more
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likely tc understand the needs and motivations of the junicr
enlisted man than is the Master Chief Petty Officer of the
Command. These results are discussed in detail in the husman
resources perspective. Regardless of the accurateness of
the Master Chief Petty Officer of the Command's representa-
tion, be still enjcys significant representative [fower

Lecause be is the designated representative and wunless he
zisuses this power, ke will be akle to rely on it.

Any Commandirng Officer who has ever c¢conmanded
successfully has understood the power and importance of ais
senior erlisted man. Every good Commanding Officer makes
the effort to establish scme informal communications with
his key chiefs and others. The Master Chief Petty Gfficer
¢f the Ccmmand fprogram added a legitimate label to a rela-
tionshifr woich has always been <critical. The Master Chief
Petty Cfficer <c¢f trte Command not only influences the
Commarding Cfficer outside the chain of coamand, he dces so
legitixately because c¢f the [frogram.

The Master Chief Petty Officer of the Command activ-

ities are a key ingredient of his power. His attendance at A
department bhead meetings, presence at ceremonies, and
participaticn in the Master Chief Petty Officer of the
Command chain of <corzand defines his role in the organiza-
tion as cne involved in the "strategic" @mapagement of the
crganization. The wide variety of activities and the lack
cf any rcutine reguirements shows people that he is not
confiped to operational agendas. The only personnel on
toard who demcnstrate a wider range of activities are the
Coamanding Cfficer and Executive Officer (and maybe not even
the Executive Officer). Table IV presents a listipng of
job design factors and toe way they affect power distriku-

tion. Ncte that task variet;, relation of tasks to current
- froklem are€as, focus cf tasks, and participation in ccunfer-
= ences and meetings add to the power base of the irdividual.
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The asterisk indicate the author's interpretation <¢f where
the Master Chief Petty Officer of the Command billet, as
described in OPNAVINST 5400.37C, is relative to each design
factor.
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TABLE IV
Billet Design Contributions to Power

FuIes interent 1o the job

Frece€dents 1n theé Jor
EStarlisted routines

TasSK~vVariety

Bevards for reliapiiity

Rewards Tor innovatico

FIeXITI€ US€ of feorle€
Approvals n<€eded for
nonrcutine decisions
ReIaticn cf tasks to
currept froklem areas

FocusS or tasks

I;ysical lccation
JobTactivity pubIIcity—
InteTferscnal contact

Contact with seniors

Farti<Iiratico 1n
programs,ccnferences,

zeetings
Task~Iorce farticipation”
Advancement

€r6§'€8€§"

of sulcrdinates N.A.)

This takle summarizes the impact of certainm orgarci-
zaticpnal activities and billet desigmn ractors. The
asteriks represent the author's estlmate c
MCEQOC " rates " cn each factor.

f how the

Generates Generates
Power Powerless
dhen -Ness
Factor i When
Is | Factcr Is
Tew *¥% many

Iev ¥¥¥ many

Iew ¥¥%¥ - Tmany
R1ga¥>¥ Iow

rev - Tmany
“FAOEY T~ “Tev YRR
“h1iJjh ¥¥¥ ~ TIGW

few many*%%
central **#* perigheral
outside 10STdeF¥ ™
central *** distant
“RIJhT¥¥¥ - TIow
“RIGhT¥X¥T - TIoW

Bign ¥%¥¥ — “Tow |
~high **=* low
TRIJRT¥¥¥ T TIGW -

high low

&N.A. for MCPOC since he hgsfnc subordinates)
ef.

¥ith the Master
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workirg directly with the Coazmanding Officer and Executive
Cificer, he has an excellent opportunity to form alliances

TV Yy ey
DA T
0 ‘. L »
..

= RN

with these cfficers. He has the opportunity to form cttler
alliances with departzent heads, division officers, chief
petty officers, and the enitre crew. Most likely, bhowever,
the Master Chief Petty Officer of the Command is going to
most <clcsely align with the Commanding Officer and his
fellow Chief Petty Officers. There are excellent reascas

C ae oo am o
'k
]

for this alliance preference.

: Vk

el

1. The Commanding Officer is most likely the man closest
in age and experience (lengta of service) tao the

Master Chief Petty Officer of the Commangd. ;
r 2. Bcth men are more likely than others to have cbtained i
the positions for which they nad set goals in their ]
€arly adult years.
3. Bc¢th men are essentially free from peer comfpetition

R ]2

cn kcard their unit.
4. Bcth men are teyond the administrative, mundane, and

‘vl‘

rcutine aspects of managenment.
As demonstrated by Takle 11I, the results ¢£f the
COMNAVSUEFLANT survey strongly indicate an alliance of

interests and ofinicns between the Commanding Officer ard
Master Chief Petty Cfficer <¢f the Command. While the
results listed in the table are not statistically signifi-
cant, tle author believes that they do indicate a closeness
cf Lkeliefs and opinions Letween Commanding Officers and
Master Ckief Petty Cfficer of the Commands which supgorts
their alliance formation.

Cespite the troad interests and activities assigned
to the Master Chief Eetty Officer of the Command, directives
do not specifically assign any personnel resources for his
contrcl. In reality, the Master Chief Petty Officer of the
Command draws whatever resources he @wmay require froa

fersconel assigned tc divisions.
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The Master <Chief Petty Officer of the Ccrmand
cbtains information from all levels: the Commanding
Cfficer, the Executive O0ffi sguadron, group, and/cr force
Master Chief Petty Officer of the Command, chiefs quarters
and ipdividual =sailcrs. He is present at @many meetings,
including department head wmeetings. The informaticn he
acquires frcm all of these scurces may be very useful to
ctheré wbc do not have these information resources. The
Master Chief Petty Officer ¢f the Cousmand exercises consid-
€rable pcwer based upcn ais access to decision premises. He
knows why decisions were made and what factors were taken
into acccunt. In the author's opinion this could very well

Lte his greatest tool.

3. Chief Petty Cfficers

Tke Chief Petty Off icers have experienced effects of
the Master Chief Petty Officer of the Command gprcgram in
several wvays. The serior Chief Petty Officer has tradition-
ally Leld the positicn (either explicitly or implicitly) of
"Mess President™ for the Chief's Mess. He was traditiopally
the chief to officiate at Chief Petty Officers*' initiatioas,
and to speak for the Chief's mess when requested. The
Master <(hief Petty Officer of the Command program has
however, altered tte traditionmnal position, at least in
degree.

Frior to the Master Chief Petty Officer «f the
Command rrogranm, tle Chief Petty Officers could exercise
coercive power on sulordinates to whatever degree bhe felt
that his chain of cosrand would support hin. There was, of
course, the ability for every sailor to Jo beyond e€ach level
in tke chain until reaching the Captain. The sailor wmight
risk rezerccessions for Joing "over the head" of scme cffi-
cials, tut he cculd weigh those risks against his needs for
a certain decision and proceed accordingly. The chief also

-------
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often exercised coercive power over his division cfficer.

- The chief could go cver the division oIificer's head and
. appeal tc tte department head. Not omly would the division
i[ officeér risk having his decisicn overturned, but there was a

risk that the department bhead would see the officer as
unable tc manage his division. The chief could alsc ccerce

certain division officer action by the implicit threat to
not sufppcrt the officer in his tasks whicn for most division ;
officers, wculd ke a significant penalty.

The coercive power of individual <chiefs has been

enhanced in some respects and reduced 1in others ty the
Master Cltief Petty Officer of the Command progran. Because
the Master Chief Petty Officer of tne Command provides the
Commanding Officer direct inputs, the chief can utilize this
access tc whatever extent his alliance with the Master Chief
Fetty Oificer of the Command will allow. The chief has the
ability tc provide uncomglimentary information to the
Commanding Officer via the Master Chief Petty Officer of the
Coamand. Cn the other hand, the chief is exposed ¢to a
degree of ccercive pcwer froam those who work for hin. The
sailcrs in his division can also use the Master Chief Petty
Cfficer cf the Command to pass uncoaplimentary information
to the chief's supervisors. Cverall, one would exfpect the
chief's rower base tc be increased since he will have more
contact and an informal relationship with the Master Chief
retty Officer of the Command.

The increased reward power base exercised ty the
chief clcsely parallels the reward power of the Master Chief

Petty Officer of the Command. The chief has an alternative
coanudicaticns route available to the Commanding Officer and
Executive Cfficer if he wants to gain reward for cmne cf his

Den. Again, this can serve to enhance his positicn or
reduce his power base€:if individuais who normally rely on

A A A ASN AL V. s

the chief for revards now receive rewards from the Master
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longer the only source of reward. For example, if the
Divisior Chief granted early 1liberty on Fridays when the
division had worked especially harg, he c¢ould okttain a
certain amcunt of influence over iais division towards
Ferfcrring well. If the Master Chief Petty Officer of the

Command can obtain liberty for the crew or even that divi-
sion frcm the <Commarnding Officer, the 1influence of the
Chief's reward is reduced. On the other hand, if the Chief
wanted to grant extra 1liberty but could not (cr even
telieved that he could not) Ltecause of his division officer
and the Master Chief Fetty Ofiicer of the Command persuaded
the Ccaomanding Officer that the divisicn deserved liferty,
the Chief's reward pcwer would be enhanced. It is impcrtant
to note that nomne of the players have to know the wishes of
the cthers cr the existence of any conflicts. The division
officer akove does not have "to lose" in order for the Chief
to gain. The division officer may be perfectly willing to
hold early 1liberty Ltut since he was not involved in the
process, he will not gain the reward influence; the Chief
will.

Each of the cther pover sources of the Chief are
affected by the increased status of the Master Chief Fetty
Cfficer c¢f the Command but three stand out as critical to
all c¢f then. These three are: alliances, decision
Fremises, and derendence.

Tte Chief Petty Officers' nmess is traditionally a
very close-knit groug. They eat, sleep, and relax in very
close gquarters. They are distinguished from other enlisted
persconel and officers by their uniforms, aje (in general),

and many other factors. The Master Chief Petty Officer of
' the Ccamand is their representative to the <Ccamanding
" Officer. Everycne c¢p board knows this and everyone assumes
fﬁ that the Master Chief Petty Cfficer of the Command bLas a
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loyalty to his fellow Chief Petty Officers. The ipdividual
Chief Fetty Officers therefcre, are assumed to have an alli-
ance with the Master Chief Petty Officer of the Ccmraad.
All Chief ©Petty Officers therefore enjoy an allied G[power
source even 1if they do not bhave a particularly favcratle
relationship with tbe Master Chief Petty Officer of the
Command.

The Master Clief Petty Officer of the Command has
direct ccmmunications to the Commanding Officer. The Chief
Fetty Officers have direct compunications with the Master
Chief fetty Officer ¢f the Ccmmand. If the Chief Fetty
Cfficers bhave a gquestion regarding tae reasoning c¢r inten-
tion cf a ccmmand policy, the Master Chief Petty Officer of
the Cczmand can directly inquizre for theam. The Commanding
Cfficer can explain his position in an informative way
ratiopalizircg that tte chain cf command did not adequately
infors tke Chief Petty Officers. The Chief Petty Officers
will eventually get an understanding of the situation froam
the Master Chief Petty Officer of the Command. The chain of
command, on the cther hand, may not be able to question the
Comaanpding Officer's reasoning for fear of reprisal. This
situation may very well have keen a key factor in the ccmmu-
nicaticns failure of the early 1970's. It will be addressed
again with regards to junior officers. It is cktvious,
however, that the Chief Petty Officers have excellent access
to the decision gremises at the command level. The survey
results (CQuestion 31, Appendix E ) indicate that a signifi-
cant majcrity of Chief Petty Officers aand officers feel that
the wcrd received in the Chief Petty Officers' amess is more
accurate than the wcrd received via the chain c¢f command.
This lelief Jgets sticnger as the respoandeats become aore
distant frcom the Commanding Officer in the traditional chain
of ccamand.
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The dependence base for the Chief Petty Officers bhas
teen shifted by the Master Chief Petty Officer of the
Command rrogram in a very similar fashion as decisicn frenm-
ises ard information <zflow. A key factor aere 1s that the
Chief Fetty Officers are managers and managers need infcrma-
tion to te effective. The Chiefs kpow this aad they xnow
that there is ancther very active and effective conduit fcr
this infcrmation froms the Master Chief Petty Officer of the
Command. Their derendence on the <c¢hain of command has

therefore teen reduced.

4, Eplisted Perscnnel

P2 ———— P>}

The original purpose oI the Master Coief Petty
Cificer ¢f the Command program and its predecessor, the
Senior Enlisted Advisor was to ensure a representative
enlisted input was fprcvided to the Commanders and Commanding
£ficers sc that they could Lletter gJuarantee the morale and
well-keing ¢f the trcops. The human resources asgects of
tne e€nlisted comamunity bhave ipproved in many ways aand will
ke discussed in Chafter V. Has the power base for the
enlisted cconmunity imrroved? Are enlisted personmel Letter
able tc¢ influence their job situation than they were before
the rrogram began?

The coercive power base of the enlisted personnel
tas increased in relation to their dealings with the chain
of command. As applied to the Master Chief Petty Officer of
the Ccamand and Chief Petty Officers, the enlisted fperscmnel
have ap alternative route to the Commanding Officer which
will give them a relatively safe metaod to seek reversals of
decisicns or redresses for felt-wrong done by someone in the
chain of ccmmand. This fact will reduce the prokability
that a taskazaster chief or division officer will gc too far.
The gain enjoyed by enlisted personnel is really a reflec-
tion of the reduced ccercive powers of the chiefs and cffi-
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cers. The author dces not see any significant changes in
revard, expert, referent, representative, legitinmate, or
activity bases. Erlisted personnel do benefit from the
implied alliance withk the Master Chief Petty Officer of the

Command. Again, this is really indicative of a reduced
power advantage for the officers and chiefs. Also, as
menticned f[freviously, tne author suspects that the real i
alliance cf the Master Chief Petty Officer of the Ccmmand ‘
will te with the Ccromanding Cfficer and chiefs, not the
juniocr enlisted perscronel. The most significant fower base

increase for the enlisted community is the additional deci-
sion fpremises (information) which the Master <Chier Petty
Cfficer of the Ccmmand can generate and provide. The Master

Chief Petty Officer c¢cf the Ccmmand can provide strategic
raticnale fcr many of the events which may have been hard to
understand refore. The more information sailors have, the

N | WA

ketter tkey will be akle to perform their tasks.
As may seem reasonable and appropriate to wmany, a
key issue in the political perspective from the standpoint R

of the enlisted perscrnel is dependency. Enlisted rersonnel
have relatively specific jok requireaments. They sufervise
fever perscronel and therefore require less influence ability
cn orgapizational issves. Enlisted [personnel are affcrded
less authority than chiefs and officers. Because they are
less influential or powerful, however, does not regquire ttem
to be more dependent c¢n others for their own well-being and
individual needs. The greatest fallacy, in the author's
opinicn, regarding the Master Chief Petty Cfficer of the
Command program is tke belief that the Navy has reduced the
enlisted mar's dependency or improved his ability to provide
for bis needs. The enlisted community ( with the fpossikle
exception cf the chiefs ) bas nc more and no less influence

cr pcuer than the conmunity has ever had. The effect of the
Master Clief Petty Cfficer of the Command program has been
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to shift scme of that dependency away from the chain «cf
command in favor of tne Master Chief Petty Cfficer of the
Conmand. The overail result of this situation will bLe
discussed in Chagpter V¥ and the sumoary.

In discussing the pclitical effects of the Master
Chief Petty Officer «<¢f the Ccamand program on junior oiffi-
cers, the author is gyrouping together managers with diverse
experience and tFtackg¢rounds. The term "Junior Officer" as
used in this project, refers to newly commissioned Ensigas
and Varrant Officers with twenty years of experiemnce; offi-
cers serving as Assistant CIC Officer and as Operaticaos
Officer. The only real comaob bond among the group is that
they are ccumissioned officers who have a subunit of a ship
{(department, division, etc.) for which they are held accoun-
table. 1In general, the illustrations will involve a tyfpical
divisicn officer as the junior officer unless a =sigupifi-
cantly different situation exists for department heads,
limited duty or warrant officers.

Coercive pover for the junior officer has often been
at the rcct of leadership protlenms. Many Jjunior officers
come intc the fleet with very little experience in any work
€envircnment. They are iaomediately tasked to provide leader-
ship ard management tc a grcup of sailors, mpany of whom are
more e€xperienced and most of whcm are better educated in the
technical aspects of the job. The junior officer is mcst
likely =still aware of his own indoctrination experience.
The use <c¢f coercive power may seem like the most logical
tool fcr getting things done. The junior officer may be
experiencing coercicn from his superiors to attain scme
quaiificaticn or get something dome before 1liberty. The
implied (and often srecific) wmessage is "Perform, oOr else.”
Tae jupicr cfficer lives in a coercive world. The misuse of
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coercive power is nct at all unusual. To significantly
reduce the nmisuse of this tyre of uncoanstructive power is a
noble and very worthy cause in the U. S. Navy. Does the
:t: Master Chief Petty Cfficer of tiae Command program belp in
‘ this area?

The junior <cfficer bhas coercive power over his

subordinates in exactly to same many in which the Chief
Petty Officer does. He can threaten to punish or withhcld
rewvard from his subordinates to whatever extent his chain of
command will support hiam. The junior ofificer can threaten

-

L

. to take a s=ailor to mast or restrict him to the ship fcr
H‘l some kehavicr which tbe junior officer waants to influence on
L the fpart of the sailcr. The threat will have influence orly
to the extent that the sailor believes that the defpartmeat
head, Executive Cificer, and Commanding Officer will sugpcrt
the junicr officer. Because the sailor is close in age,
experience, and credibility to the junior officer, he will

e more willing to "test" the coercive power by taking the

issue tc ancther level in the chain of comnmand. With the
introducticn of the Master Chief Petty Officer of the
Command program, the sailor has an alliance with someon€ who
can contact the serior echelons of management to gain a
redress for unjust coercion. The Master Chief Petty Officer
of the Ccmmand is a safeguard against undue coercive fowver.
The Master Chief Petty Officer of the Command therefore,
reduces the coercive fower Lase of the junior officer.

The reward gcwer of the junior officer bhas been
affected by the Master Chief petty Officer of the Ccmmand
Frogras in two basic ways. First, the juniar officer used

g to be the critical link between those managers who ckserved
; revardaktle rerformance (Chief Fetty Officers) and those in
;. authcrity tc actually reward (Commanding Officer, Executive
L> Officer). With the presence of the Master Chief Petty

Cfficer of the Coamsand, the junior officer is not the
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critical link. The fact that another route 1is availatle
reduces the dependency on the jumior oifficer. The seccnd
major area in which the Master Chief Petty Cfficer of the
Command fprcgram affects the reward power of the junicr
officer is the pcsition of the Master Chief Petty Officer of
the Ccmmand on the various boards which consider resards.
The Eplisted Surface \UWarfare Specialist, Sailor of the
cuarter, striker boards and tbe designated awards board are
€examfles.

The expert fcwer of the junior officer has essen-
tially been unchanged by the Master Chief Petty QOfficer of
the Ccmmand prograam. Other factors, however, have affected
this [fower base for the junicr officer. With the ever
increasing techmology of naval warfare, the junior officers
are teing pusaed to kecome @more and more technically profi-
cient in their jobs. Gunnery officers of years gone Ly,
supervised and coordinated the eaployment of turrets and
mounts. Today, the junior officer in the Combat Systeas
department is more likely to be assigned to actually sit at
an NILDS console and ferfora the "manual" aspects of gunfire
while being supervised by a Tactical Action Officer ratter
than supervise a gun gount crew. The expert power for the
job has increased because of this trend. |

Another power base which the author believes has
expapnded for the jurior officer is that of representaticn.
Histcrically, the jupnior officer was distinguished from
enlisted personnel by differences in education, backgrcund,
financial status, social status, and many other trappings of
bis pcsition (RHIP: Rank Hath Its Privileges) In tcday's
Navy, wmany of these differences have narrowed. While a
college degree is pot held by a majority of enlisted
Fecrsconel, wmany have a significant number of undergraduate
credits. The technical training received by enlisted
persconel which is ©necessary to meet the needs of the Navy
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also serves to close the education ga;. The competitive
selecticn f[process c¢f colleges and universities and the
availability of various financing opportunities for educa-
tion bave fprovided a Lketter cross-section of college gradu-
ates and therefore a better cross-section of junicr
officers. The pay incentives over the past six to seven
years have effectively narrowed the fipancial gap Letween
junicr cfficers and enlisted rersonnel. Regulations have
changed in favor of Letter habitability and messing and mcre
perscocpal freedoms (civilian clothes, for example). All of
these inmprcved conditions have helped to bolster the esteen
cf the enlisted nman. At the same time, the "privileges" of
rank bave deteriorated for the junior officer. Plushly
decorated wardrooms attended to by stewards, formally served
meals, and staterocas attended to by stewards have all
disappeared. The result has teen a decrease in the "esteen"
demonstrated by the ccmmand for the junior officer. Again,
the gyar letween enlisted and junior officer has narrcwed.

¥itbh the cverall affect of the narrowed gap
discussed akove, the jupnior officer has gained in one very
important rower base. The jupior officer is seen more and
more as a part of the division '"teaa"™ rather than an
outsider. Because of this letter relationship, the enlisted
Fortsonnel are more dnclined to allow the junior officer to
speak for tkhe ygroup. They Lelieve that the junicr officer
does have some idea of their interests and concerns and
trust him tc represent their best interests.

The activities of the junior officer have changed
cver the last couple of decades. The author does not
presume to imply that these changyes have been a result of
the Master Chief Fetty Officer of the Ccmmand frcgram
entirely. Indeed, there is a logical argument that the
Master Chief Petty Officer of the Command program bhas
changed as a result cf the activities of junior officers.
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That thke€e two have evolved simultaneously however, is
sufficient reason to investigate the overall impact without
persuing a "cause and effect" relationship.

As discussed earlier, the junior officer is partici-
pating u@ore and more in the technical asgpects of naval
warfare. The decreased reaction time, increased cosplexity
of the threat, 1increased technology oI sensor and weapon
systess, and the possibly catastrophic results of miscalcu-
laticp or delay have mandated that tne Navy put the "top
tean" on watch at all times. To enhance watch teams, ships
have deprartzent heads (as Tactical Action Officers) super-
vising other junior oifificers functioning as CIC watch offi-
cers, Ship's deapons Coordinators, Anti-Sutmarine warfare
Watch Ozrficers, and cther specific and technically demarpding
Ioles. The necessity to function well in these capacities
was the driving force behind the Surface Warfare Officer
qualificaticn program and is the driving factor 1in the
increased technical training reguired of officers. Cverall,
the jubicr officer is spending significantly more tige in
activities requiring expertise and achievement on a personal
tasis rather than activities ianvolved in management and
groufp leadership. The activities of the junior officer
indicate that he is involved in the operating aspects of the
saip's lkusiness rather than the strategic or tactical
aspects. Ibn this area, the defpartment heads are protably in
a distinctly different situation than the division cfficers.
Departaert heads' activities are indicative of tactical
concerns rather thanm cperating conceras.

Lecision premises for the junior officer are
supplied by the chain of coamand. The department head

’ relies cn the Commanding Officer or Executive Officer, the
= divisicn officer relies on the Executive Officer and bhis
gf department head. The dependence of the junior officer on
‘- the chain cf command kas not changed. What has changed as
°
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_ result <¢f the Master Chief Petty Officer of the Ccamand
iﬁ projrarp is that the junior officer's subordinates nc¢ lcnger

rely solely on the chain of ccmmand for information on which
to make decisions. As discussed earlier, the Chiefs cttain
informaticn from the Master Chief Petty Ofificer of the
Commard and pass it cn to the sailors. Under these ccndi-
tions, it is not unusual for the chief to be able to prcvide
informaticn to the junior officer which should have ccne
from the junior cfficer.

Rithout doubt, the most sijnificant power base loss
for the jumior orficer is that of dependency. The junier
cfficer still depends on his subordinates for the acccm-
Flishwent cf his mission. He still depends om his senicrs
for the resources and support needed to accomplish bhis
missica. towever, bhis sulbordinates no longer rely solely,
cr e€ven primarily, on the junior orfficer to meet their
needs. The Master Chief Petty Officer of the <Ccmmand
Erogram and many of the other "personnel" programs have
orgapnizaticnally reduced sailor's dependency on the chain of
commard for individual needs. This reduction of dereadency .
has resulted im a significant reduction in the Jjunior
officer dependency power base. Wnat is the effect of tiis
reducticr in pcwer?

Feople beld accountable for the results produced by
cthers, whose fcrmal role gives them the right tc
ccomand but who lack informal political influence,
access to resources, outside status, sponsorship, cr
mcbility prospects, are rendered powerless in the
organization...tley lack ccntrol over their own fate
apd are dependent om others above then.

[Bef. 16]
While the author does not intend to imply that the
junicr cfficer community is "powerless", the authcr dces
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telieve that the UMaster Chief Petty Officer of the Cczmand
programp is indicative of a reduced pover base for the junior
cfficer and is concerned with the dejree to which they say
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"lack ccotrcl..."
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A. TEEOCEY AND BACKGECUND

L IcE execﬁtives d¢ not drive trucks, run machines, or i
- chip rpaint. They deal in symbols. [Ref. 17].  Syabcls

provide a means for managing organizational culture and

.} values which can not ke effectively managed by conventional )
;] management tools. Symbols tell employees and okservers i
; about what counts in the orgapization. Symbols tell indi-
{ viduals where they fit 1into the organization relative to
others. [Bef. 10] Symbols can be acts, words, or objects
}‘ used to rerresent scamething entirely apart from the act,
word, <c¢r object. Some ccmmon types of symbols include:
language, lcgos, rituals, humor, play, ceremonies, amyths,
time, clcthing, and several asfpects of physical space, such
as lccation, size, and decor. Table V provides an examgple
of each of the symktcls listed. Traditional theories of
organizations depict a rational and 1linear <connection
tetween crganizational activities, events, and outconmes.

Lecisions made Ly leaders solve probleas. Organizational
structure is deternined to best coordinate activity.
Organizaticpnal authority is jiven to personnel in resgonse
to the crgamizational function which they perfornm. The
rational and linear relation between orgaanizational activi-

ties or structure and outcomes is not supported in the

symbclic perspective. Leaders groduce "decisions" to prcb-
o lems not as a soluticn but rather as a ritual of leadership,

r. for exanmple, nany " decisions " made by a Commanding Officer :

g are really rubberstamring an Executive Officer or department ﬁ

- bead decisicn. .
.
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TABLE V
Samples of Symbology

Languag€eec. ... "WHalk softly and carrz a big stick,'" in
a very brief phrase told the American
pecitle and others a great deal about the
gersonallty and valueés of President

eddy Rooséevelt.

Lo0gCececaeeea. Wearing a spert-shirt with a polo-player
or alligator on the left breast is
interpretea h{ many as sayinyg something
abcut the style of the persof wearing
the shirt.

Ritual........ Piping-abcard of a senior officer demcn-
stratés a ship's respect for his pcsiticn
agd_gcknouledges the importance of ais
visit.

Humors/Play.... Teasing of a junior member of an organi-
zatcen ("GeQrge" Ensign) tells him that te
is accepted as a member and that the lack
of experience within the group is nct
adversely considered.

Cerencnies.... The wedding ceremony tells the public,
that the individuals have chosed to live
tocether under the conditions (love,
hoficr, cherish) of the institution
performiny the marriage.

Time/Access... The personal secretary to a CEO is
afforded si n1f1cantl¥ more considera-
ticp than ofher secretaries simply Le-
ggcsgsgf the time spent with access tc

€ CEO.

Clcthingeseseee Tlke military rank insignia is an cktvious
exarple, however, civilians have their
exagples alsg. MacDonald's managers wear
civilian attire while all others are
reguired to wear uniforms.

Physical Space

A) SiZ€eeeecesee._The executive with a 20' x 40 office
will be higher in the organizatiomal
stigcture han one who has a 5* tky 10!
culkty.

B) Location:......Fenthouses generaily accommodate Chief
Executives.

C) DeCOriececaeses 1he supervisor who conducts business
frem across a larée Mahagony desk will
elicit a different respoiise”from one_
uﬁo,sxts beside an employee on a fo¢lding
chair.
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Structure can be used to reduce uncertainty and amki-
guity regarding the fit between individuals and the organi-
zatico. - Authorities and responsibilities can be shifted to
demonstrate who holds power ip the organization. Symbcls
can Le used to create organizational culture or ayths.
These€ 1yths express the desires, unexpressed or unconscious
wishes, and ambivalencies of those who perpetuate the myths.
Many Ccamanding Officers have fproclaimed to their crew that
their ship was "the best in the Navy." The Ccmmanding
Qfficer kas no eapirical data and maybe even no illusicn to
support this claim but that matters little, if at all. The
Commanding Officer is exrressing his desire for his ship to
Lte the Lest and be 1s trying to "sell" this belief cor desire
to his crewe. If the myta is accepted by the crew, it will
grovide a source of cchesion, esteem, and purpose.

Cultural ayths Ltelp to @mediate anmkivalence or contra-
dicticns. For exasrgle, despite the American expressed
dismay at the BRussian invasion of Afganistanin 1980, a
significant majority of Americans strongly supported the
Aperican invasion of Grenada im 1983. While the example pay
seemn aksurd, it was the American ayth as "Defender of
Democracy" and “Protector o¢f the West", that allowed
Americans to quickly resolve the "difference” between the
tvo events. Persons who are not familiar with the American
mytas, such as Soviet citizens or Third World pecples
Frotatly saw the two events as being very similar.

Ncw that we know what symbols are, how can we apply thenm
to the organization? The effective 1leader can use sysbcls
to act out the vision or goals which he seeks for the orga-
nizaticn. If the executives are focusing on the strategic
concerns of the orgarizaticn, they will not have time to
involve theamselves in the more routine aspects of the crga-
nization's activities. Symbolic bebavior can effectively
and ccnvincingly tunnel the energies of subordinates in the
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: directicn of strategic goals. Middle and junior executives
A can ncw supervise the tactical or operational implementation
. of the goals without Zfurther significant involvenent from
top management. But what symbclic behaviors best enable the
executive in conveying strategic airection?

Tke executive's [priorities will best be displayed by the
gpanner in which he allocates his time. Actions speak lcuder
than words. As Eli Ginsberg and Ewing W. Reilley noted: i
"Those a few exhelons from the top are always alert tc the ‘
caoief executive. Altkough they attach importance to what he
says, thkey will be truly imgressed only by what he dces."
[Ref. 18 1The chief executive can state that he is very i

interested in imprcving the work environment for bis
employees. Very little is likely to anappen. However, let
the chief executive fire a plant supervisor for [foor eavi-
ronmental conditiors and the entire organization will be

LAY SO

committed tc envirormental imfprovement almost immediately.

P

The acticn does not have to be dramatic to be effective.
: The same chief executive could note a few specific discrep-
ancies ard include tkem as agenda items at the next manage-
ment meeting. Managers will note that the chief executive

really is interested in environment. If that same chief
executive expresses bis interest in work environment Lut
€evaluates, revards and promotes based on cost reductions,
all of the "would-be-chief ezxecutives" will turn off air
conditicrers and heaters to reduce costs.

Anctber significant symbolic tool for the <chief execu-
tive is the use he makes of his personal staff and key cffi-

Y ."!i,‘_' .,

cers. 1be size of his staff, their prereguisites, and their
perogatives will demcrostrate his goals and his style. If
¢ his staff is large and relatively free to investigate all
areas c¢f the organization, the chief executive will ke seen
as invclved and concerned with the on-going routine cpera-
tional frocedures. If the personal staff is relatively
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confined tc "headyuarters" activities, the cnief executive
demonstrates his reliapnce on divisional executives tc handle
operating nmatters while he focuses on "headguarters®
matters.

Augmenting the symbolic tools discussed alove, freguency
and ccnsistency can multiply the effects of symbolic leader-
ship. In the examgle of concern for work environment, the
inclusion of environment subjects on the first adenda will i
cause sulordinates tc stop and consider the issue. If a '
legitimate eavironment itenm (pot Dnecessarily Dnegative)
appears cn the agenda every third or fourth aeeting, the
subordinates will inccrporate the issue as part of the orza-
nizational culture. The executive committed to chaange
should te constaptly on the lookout for opportunities to
( reinfcrce activities which support his strategic gocals.
[Bef. 17 S

Settings are ancther tool used by leaders. A chief ?
executive may want tc convey his belief that assemkly 1line
workers are the "backbone" of the coapany. He could send
out a memo via the chain of command, provide a message to
the ccarany newsraper, or even provide his message directly
to the fcreman of the assemkbly line. His message will have
little impact on the workers. If however, the chief execu-
tive stands in frczit of the assembled workers at the
' assenbly line, his message will not only be communicated,
they will also be demcnstrated. If the boss wants to eampha-
size the strategic imprortance of any aspect of the organiza-
tion, be @&ust ke seen involved in that aspect because he
rerscpirfies the strategic interests of the coampany.

Symbclogy is a pcverful tocl for the executive. While ]
cther methcds can be used to incrementally adjust the day to
day activities of thke organizatioa, symbology may Lte the
most useful tool making dramatic and relatively permanent
changes in a strategic direction. There is a significant

L
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consideraticn in the use of the fraame. As useful as it
cbviously is, it can also be extremely daangerous. Symbology
can act as a doulble-edged sword. It can be purposely used
to misdirect the energies of constituents. It <can acci-
dently Lke employed with disasterous results. The user of
symbology must understand all aspects of its eaploymeant.
For exanmple, on May 28, 1984 an unidentified serviceman
killed in Viet Nam was entombed at Arlington Natioral
Cemetary at the Tomb cf the Upknowas. The ceremony as crig-
inally ipterded was tc serve as a statement of the pation's
recogpiticn of the =sacrifices made by the soldiers and
sailors who gave up tlreir 1lives in American wvars. Desrite
the ipakility to attach a name with each bbdy, the citizens
cf America honored all "unknowa" as neros. This widely
respected symbolic Jjesture bhas been accepted since the
entomkment cf the first Unknown in 1923. The entoambment of
this serviceman has Lbeen seen Lty wmany in a different light.
For many Americans, the ceremony was the final chapter in a
¥ar which sas very unpopular and traumatic for the country.
In many ways this [parallels the traditional symbtology of
funerals--the end of the tragic loss of a loved one. To
cther Apmericans, tte ceremony symbolized an unacceptakle
change of American pclicies. Wives, children, and friends
of men still listed as "missipg in actioan", saw the ceremony
as the American gJovernment prematurely closing the bcck on
Viet Nam . Some had been seeking government suprort and
more jressure ob the Vietnamese in hopes of findipng loved
ones cr at least the remains. For them the symbology was
not a “coming to term" but rather a denial of ccntinued
respoasitkility to resolve the unanswered gquestions.
Symbology is powerful and cuts many different ways.
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B« SYNBCLIC IMPACT OF THE BASTER CHIEP PETTY OFFICEE OF IHE
CCHMAND

Much of the symbclic impact of the Master Chief Fetty
Cfficer of the Command program has been discussed in the
Frevicus chapters. In each of the other perspectives, the
Master Chief Petty Cfficer of tae Coammand prograam is a
generally minor organizational change if the frogram and its
functions are taken exactly as pronoulgjated. The autbhor
paralleled the structural impact of the Master Chief Fetty
Cfficer ¢f the Command program to a structural shift froam
divisional respoansibilities to functional resronsibilites in
which tlke Master Chief Petty Cfficer of the Command had the
functional area of erlisted personnel concerns. The author
is aware that neither Admiral Zuawalt nor any of his succe-
sors ever ccnsidered such a sgecific structural change. 1The
argument for the effect of "functional structure" is Lased
solely on the symbolic interpretation of the progran. For
this reason, the synkolic impact of the Master Chief Petty
Cfficer of the Command program will be discussed in sulsec-
tions, €each of which nay bte somewhat redundant of the
previcus three chapters, but considered necessary.
Additicnally, the types of symbols listed in Table V will be
compared with various aspects of the Master Chief Petty
Cfficer cf the Command programe.

1. Symkolic Structure

The language of the Master Chief Petty Officer of
the Ccmmand program (CENAVINST 5400.37C) clearly states that
the rrogram was designed not to interfere with the
traditioral chain of command. The instruction states:
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Fupctioning as senior emlisted advisors  to the
ccoppander/commandin officer, worklng within the
chaip of command, Fleet Force, _and Compand Master
Chiefs strepgthen the traditiofal single chain cf
ccumand by kéeping the commander/Commafding Officer
aware of " existirg or potential situations ECoce-
dures, and practices which affect the wvelfare and
morale of Navy gzen and wcmen under that command's
ccgnizance. [Ref. 19]

The instruction also indicates that there is not a
second chain of command in addition to the "traditional
single" cne. While inm one asgect the intent is to suggest
that the traditional chain of <command will not be threat-
ened, the second message ccmes across that there 1is now a
formal alternatiw structure to the traditional chain. The
interpretation of what this second formal structure does to
the orgarpization as a whole is not easily identified. The
Master Chief Petty Cfficer of the Ccammand particifpates in
matters "which affect the welfare and morale..." If this is
seen as his function, then it would be logical tc see€ his
structural role as furctional vice divisional. The concept
of dual mapagement can be applied if individuals define
“"HJeifare and morale" as "relationship orientation"™ with the
traditicnal chain cf command attending to task-criented
matters. With the Master Chief Petty Officer of the Comamand
reporting to the Comaander/Commanding Officer, delegaticn of
enlisted matters via the traditional chain of ccammand is
less critical. The Commanding Officer, assisted by bkis
staff specialist on enlisted morale and welfare will tend to
this matter himself. The Commanding Officer has "his" cwn
representative at the various committees and has no need to
depend c¢n the Chairman or ofiicers present to eitkter
represent him or advise him on subject matters.

Another symkolic structural consideration that |is
extregely important in the author's opinion is that the
Master Chief Petty <Cfficer of the Command functions as the
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“senicr enlisted"™ person at a coamand. He represents "thea"
to the Ccamanding Officer. The Master Chief Petty Officer
cf the Command program aighlights a difference fetween
"thea" ard "the commard". 1f observers interpret this as a
difference tetween individual personal goals and the goals
cf the organization, then the difference is merely a state-

ment cf fact and a differemce with which every organizaton
must deal. If, on the other bhapnd, observers interrret the
difference as between the traditiomal chain of ccarard and
the enlisted community, the Master Chief Petty Officer of
the Ccamand prograa is defining the team leader for the
€énlisted team in an "us versus thea" organization. Why m¢st
the Master Chief Petty Officer of the Command represent tine
needs of the enlisted community to the Coammanding Officer?
The ycung recruit aight answer that question by saying "I
guess kecause the officers won't do it."

The final structural consideration in the symtolic
frame is the affect that the program nas on the positicn of
the Master Chief Petty Officer o¢f the Command himself. 1f
the fpurpcse of the fprogram was to help keep the Coammanding
Cfficer "in touch" vwith the enlisted comnunity, then the
Master Ciief Petty Officer of the Command ought to himself
ke "in tcuch" with the enlisted tommunity. If the Master
Chief Petty Officer cf the Ccmmand is charged to be directly
respcnsiktle to the Commanding Cfficer/Executive Officer, not
assigped tc divisional duties, work with the Commanding
Officer/Executive Officer in the dissemination and fproamction
of ‘"ccammand" policy, attend meetinygs aad participate 1in

ceremcnies, then he will not be "in touch" with the enlisted
commupity. He will be "™in touch"™ with the Ccammanding
i. Cfficer and otber Master <Chief Petty Officer of the
| Coamands. The junicr enlisted man may see the Master Chief
Fetty Officer of the Command as the top management team.
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<. Symlolic Pover

The previous chapter discussed in great details the
pumercus sources of g[fower and influence which can Le exer-
cised at various times by [feofle in an organization. Many
cf the suggested explications of the effects of the Master
Chief Petty Officer of the Coamand program in tihe pclitical
perspective were based upon the author's interpretation of
the =syakclic impact of the progranm. This secticn will
atteafpt to demonstrate the political interpretations of the
types of symbols found in and around the Master Chief Fetty
Cfficer cf the Command prograa.

The language of the Master Chief Petty Officer of
the Ccamgand is provided by OENAVINST 5400.37C. According to
that instruction, the Master Chief Petty Officer of the
Comnmand

.ses.shas proven to be valualtle asset in stimulating

free flovw ccmaubications at all levels within the
chair cf command.

eeceseWOLrking withian .the .chain = of
ccmmang...strengthen the traditional single chain cf
ccomand...

sesesCcmmanding officer's principal enlisted

advisor in formulation and_implementation of poli-
¢ies concerning_mcrale, welfare, job satisfacticn,
dlgczpllne, utilization, and traiping of Navy's amen
and women.

seses¥WCrking with the internal _chain of command as
directed by € ccuomander/commanding officer.

«sses.takes precedence  cver all other enlisted
members within a command.

esessCcmmandersyccamanding officers will provide
1. wvisibility
2. coffice space and clerical support .

3. Attendence at approjpriate seminars and
conferenceés...

[Ref. 19]
The language 1is very clear that the Master Chief
Petty Officer of the Command is not a part of the tradi-
tional chain of command. The language goes on to stress the
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intent of the progras 1is not to threatem the traditiopal
chain ci ccrmand. The language acknowledges that there is
concern for the imfpact of the program on the chain cf
command.

lhe language cf the rrogram is very power oriented.
The instruction places great emghasis on the symkcls of
Fover. Access to tle commanding officer aust be direct and
expansive. The Master Chief Petty Officer of the Cczmand
will e invclved in pclicy natters from formulation through
implementation. The Master Chief Petty Officer of the
Conmand will be given visibility and office space. The
Master Chief Petty Cfficer of the Coammand will take frece-
dence over all other chiefs. All of this power language is
symbclic evidence that the Master Chief Petty Officer of the
Command is part cf tcp managemeat.

The loyo of the Master Chief Petty Officer of the
Commard frogram is tbe Master Caief Petty Officer of the
Command fin. The fact that the pin exists is rather uniam-
Fortant. The true symbology of the pin is that the [fin is
worn in the sawme€ manner as a command-at-sea pin. The fin
appears to Lte the enlisted ccamand-at-sea equivalent.

Ceremonies involved with the Master Chief Fetty
Cfficer cf the Command program include inspectioans, recep-
tion of visitors, and awards ceremonies among others.
Iraditionally, the Commancing Officer is presented a
divisicp for inspecticn by junior officer in charge of
that divisicn. The Coamamanding Oificer and division officer
then insgect together with the Commanding Officer Baking
remarks to the individual sailor and/or the division
officer. The department head and Executive Officer would
follcw lrehind aod cenerally were not addressed Ly the
Commarding Cfficer. Today, the Commanding Officer is gener-
ally acccmranied to inspection by the Master Chief Fetty
Cfficer cf the Command. The division officer still freseants
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the divisico and leads the Commanding Officer thrcughb the
inspecticn line. The Master Chief Petty Officer of the
Command often follows directly behind the Ccmmanding
Cfficer. The symbclogy shows the troops that taone Master
Chief EFetty oOfficer cf the Command is a key figure in the
opinican cf the Commanding Oifficer. The Commanding Officer
wants the Master Chief Petty Cfficer of the Command invclved
in major issues of the enlisted community. The Commandinyg
Officer respects the Master Chief Petty Officer <c¢f the
Command*s orinioa.

Many of the Commanding Officers iantervieved stated
that baving the Master Chief Petty Officer of the Command at
inspecticns served ancther fpurgose. The Commanding Cfficers
cften direct questicns and comments "to the Master Chief
Fetty Officer of the Cocmmand lLecause the Master Chiefs were
usually the best infcrimed concerning unifora regulaticns and
Frocedures. The Ccmmanding Officers felt that if the
department head or division officer agreed with the
Commanding Officer's comaents, the man being inspected would
feel like they were merely playing to the Captain's wainms
kut Ly invclving the Master Chief Petty Cfficer of the
Command, the man being inspected would see that anp "unki-
ased"™ or even "“prc-enlisted" opinion agreed with the
Compmarding Cfficer's commeat. The Coamanding Officers also
said that divisicn officers tend to say "yes, sir" and "No
€xcuse, sir" too often while the Master Chief Petty Officer
of the Ccamand had a tetter understanding of the situation
and wculd tell the Ccmmanding Officer if there was a reascn-
able explanation, such as "I agree, Captain, but the shif's
store has not had shoe [olish for three months." lhe
symkolic implications of an inspection conducted in this
ganner are unmistakatkle.

The time and access symbology of the Master Chief
Petty Cfficer of the Command froyram is guite clear. 1he
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Master Crtief Petty Cfficer of the Command has direct and
continuocus access to the Ccmmanding Officer. He can get
command attention on any situation or problen. The Master
Chief Petty Officer of the Comwmand is the only member of the
command cther than the Commanding Oifficer that has a fcrgpal
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and legitimate ccmmupication link outside the command.

The physical space symbology of the Master Chief
Fetty Officer of the Command program is egually as clear as
that c¢f time and access, especially in SURFLANT. Aloard
naval shirs, there is almost no comaodity as valuatle as
space. Lepartment heads fight over every square foot. Many
department teads do pnot have offices and virtually every
division officer works out of his staterooas. All of this
not withstandiag, the instrﬂction directs the <Ccmmanding
Cfficer to grovide office space where physically feasible.

3. S3ymiolic Human Resqurces

The symbology of the Master Chief Petty Officer of

the Ccmmand program is extremely diaportant in tbe buman
resource rerspective. The mere existence of the progran
makes very important symbolic statemeants:

1. 1The U. S. Navy recognizes the critical impor-
tance of the enlisted men and women who serve
therein.

2. 1The Navy acknowledges individuals®' needs and
demonstrates its ipterest in meeting those
needs.

Each of these statesents is a worthy idea and serves

an important purgose. The fact that the program dces make
these twc symbolic statements is sufficient justificaticn to
® guarantee the program in some form. Are there <cther
' symbolic statements made by the program's existence? The
authcr feels that there are and will highlight these in the
next chapter. For nos, however, it is important to at Jleast
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note that any program which involves people, makes scme type
of syskclic statement about the organization's attitudes
towards peorle. Programs typically imply a level cf trust
or distrust, care or lack of care, prioritization, and many
cther value judgements which the organization has pade,
either ccmsciously cr unconsciously.
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V. HOBE]

In the United States, management has turned to the
tehavior sciences and motivation theorists to exgand their
ability to maximize the productivity of the human resources
used in crganizations. The U. S. Navy has been nc excep-
tioan. leadership training for naval officers has
included review of theories ranging from Maslow's hierarchy
to Whyte's participatory management. More tham reviewing
theories, the Navy has taken active steps to imfgrove the
situation of the human assets which make-up the Navy. The
steps have included increased attention to pay iancentives,
more attention to the needs of the serviceman's fanmily,
Letter hLealth care, more attention to habitability bcth
ashore and afloat, and other "feople" oriented iaproveaments
too nugerous to mention. While the efforts to improve the
situaticn fcr Navymen have been on going for many decades,
the necessity to increase managjerial attention escalated
significantly during the Viet Nam era. Liberal 1legislation
and judicial rulings, the popularization of anti-American,
anti-zilitary attitudes, the rapid sophistication of warfare
techncloyy, and the increased educational level of recruits
and the ceneral population made the task of the military a
much more challenging job. As Viet Nam came to a close,
the Navy faced numercus mangowver probleas. The increased
anti-establishment attitude of the younger recruits, the
feverish racial issues of the day, and the impending threat
cf the "All Volunteer Force", demonstrated the need to do
something tc imgrove the situatioan. Adamiral Zuavalt made
dynamic efforts in tbhe human resource area. He tasked bhis
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subordinates to exercise the very best leadership to
encourage personnel tc support the Navy. He took orgamiza-
tional =steps to ensure institutional discrimination was
erased. He initiated programs designed to prevent drug
abuse from undermining the human resources of the Navy.
Admiral Zumwalt knev that he could not fix tne situatica by
himself so he solicited assistance for subordinate cificers
and erlisted personnel. Two of the organizational changes
that came from his efforts were: the Master Chief Petty
Cfficer of the Ccmmand program and the Human Resources
Management grogram. Both were charged with the same task:
help improve the fit tetween the needs of the U. S. Navy angd
tne needs cf the individual serviceman.

A. BUMAN EESOURCE TEEFORIES

70 mention even the important theories ip human resocurce
management is a sigpificant task. Most managers today
recoghize at least a dozen or so ‘prominent" theorists
including Maslow, McGregor, Weker, Herzberg, Vroom, Elake,
Mouton, French, Raven, Peters, Argyris, Likert and rary,
many Qmcre. For this reason, the author bhas chcsen to
discuss the final [ferspective in terms of approaches to
individual wmotivaticn and general patterns of wmanagerial
approaches to nmctivation. While this may be a somewhat
lipmited focus, the afpprroaches and patterns will reflect many
of the theories espcused Ly those 1listed above. Before
moving into the discussion it is iaportant to note that
motivaticn is not tbe only factor in obtaining organiza-
tional needs from individuals. Each individual adds to
organizational objectives based on motivation, ability, and
role perception. If any one cf these factors is low, the
overall contribution c¢f£ an individual will tend to ke lcw.
For example, even if a quarterback is highly motivated and
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can tirow a foottall farther and with more accuracy than any
cther quarterback im the lague, he will ©not contribute to
the overall team perfcrmance if he does not understand that
he is tc

1. throw the ball cnly to his team-mates,

2. call different types of plays to confuse the cpjo-

nents
3. stay behind the blockers for protection, etc.

cther words, if the quarterback does not understand bis

role cr jok.
[BRef. 6]

1. Approaches

The Content approach to motivation stresses the
importance cf the factors within individuals. These factors
will cause individuals to act in certain ways. In cther
words, fpeople will take a course of action to fulfill a need
which is self-imrosed. The best known of the coantent theo-
ries is Maslow's "Hierarchy of Needs"™ iz which human nee€ds
are categorized into five levels: physiological, security,
social, esteem, and self-actualization.

The process approach to amotivation stresses the
importance cf applied factors. Rewards and punishmert can
induce certain tehavior frcm individuals independently of
what their needs may have been prior to the applicatica cf
the outside factors. The extent to which the individual
Lelieves that an action on his part will result in a reac-
tion, and the degree to which he wants that reacticmo to
cccur will determine his motivation to participate in the
acticn.

Cperant ggggisggg;gg is a subset of the [frccess

apprcach. As in the frocess approach, operant coanditicning
theories state that motivation is affected by outside
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factors. However, cgerant copnditioning suggests that moti-
vaticn f¢r the future will be based on conseguences of the
past. This line of thought suggests that individuals will
choose those activities which in the past, lead to favcratle
results.

2. DModels

As noted at the beginning of the chapter, wmanpagers
have had tc deal with changing employee attitudes, akili-
ties, and requirements. The following three @models are
indicative c¢f the attitudes and operating procedures with
which management may be aprroaching organization perscnianel
consideraticns. [Ref. 20]

Acccrding to the traditiopal model, the task cf the
manager is to ensure€ that the workers perform their work
despite its unpleasapntness and their lack of interest in it.
The cnly effective way to motivate workers is to prcvide
sufficient monetary rewards to "buy"the use of their ener-
gies. This model also relies neavily on the use cf clcse
supervision and specific task assignment. The basis of the
traditicral model of motivation is to influence emplgyees to
accept the work demands placed wupon them by managenment.
Emplcyees are motivated to do as they are told.

In the bhumap relations model, managers reccgnize
that emgloyees can be motivated by factors other than money.
The igportance of the socialy/interpersonal relationshigs at
the wcrk place are acknowledged. The human relations model
assumes that peorle want to feel important and productive,
and tc be recognized as individuals. Management's pain task
is to make each earloyee feel wuseful and important. He
should ccmmunicate with subordinates and 1listen tc their
objections or complaints. Management should allow scme
selrf-direction on «rcutine work to accommodate the wcrkers*
peed to feel wuseful. If panagement is successful with
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communicaticns and allowing some self-direction he can
expect the employees to be more satisfied and cooperative.
This increased «cooperation will allow the organizaticn to
increase efficiency and production.

The human resources wmodel «calls for managers to
recognize that employees may very well obtain as wmuch satis-
facticn from their jcts as the boss does from his. Wecrk is
not ipherently bad. Employees want to be a part of a wcrth-
while crganization and will willingly gJgive time and effort
to goals in which they believe. Management should encourage
as much self-directicn as coordination and abilities allcw.
The managers' @main task is to make the maximum use of the
potential of every individual by removing uDnecessary
restraints and organizational obstacles which block self-
actualizaticn and bamper self-esteen. The manager who
successfully employs the human resource model can exfpect his
subordinates to be highly satisfied as 21 result of the
organization's and individual's imprcved efficiency and
fproducticn. [Ref. 20]

E. HUMAN BESQURCES AND THE MASTER CHIEF PEITY C(QFFICER OF
TIEE CCHBAND EROGEAM

The correlation between the motivation theories and
Master Clkief Petty Cfficer of the Command prograa may se€en
e€lusive Lut the author believes that the Master Chief Petty
Cfficer ¢f the Command program is indicative of the lLasic
Freceprts of human value and bhuman resource management. In
keeping with the fcrmat of earlier <chapters, the human
resource perspective of the Master Chief Petty Officer of
the Ccmmand program will be discussed in five sections of
"interest" groups.
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The function of the Master Chief Petty Officer of -
the Ccopmand is to advise the Commandiny Officer on the :
“Forwmulation and iaplemenmtation of policies concerning
morale, welfare, job satisfaction, discipline, utilizaticna,
and trairing of Navy's men and women." This implies that
the Ccmmanding Officer wants to be kept informed cf matters
that affect the enlisted perscnpnel so that he <caa correct

.,
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any wrongs, resolve any inconsistancies, or decide ¢n cther
apprcrriate actions tc iamprcve morale so that he can build a
cohesive working team that is willing to tackle shigkoard
Froblens. The Commandiny Officer is willing to give ufp the
obvious talent of the Master Chief in his "in-rate" fkillet
in order to facilitate the supervision of the care and well-
being c¢f the enlisted personnel. The Commanding Officer is

also aprarently not willing to nave his chain of command use

Y. % AR

UL ) VR

their tige in attending to these matters. Also, while the
Commandingy Officer irdicates that he has the capability to
resolve personnel matters, when advised of them, bhe is

1 ;o "
s

simultaneously implying that these problems can not be R
resolved at lower levels. By using the Master Chief Fetty 2
Officexr cf the Commapd as a conduit, the Commanding Officer '
implies that tae individual sailors are not capable of exer-

cising apprcpriate self-assertiveaess and self-

L, ‘I’;ﬂ -

respcnsitility to resclve protlems in thier own behalf. The
Commanding Officer dces not have a "Command Eansign" to
facilitate the [rroblems of the "ensign community". Why?
The %"ersign community" is expected to have enough zaturity 7
and self-determinaticn to represent themselves in matters of :
rerscnal concern. Why not the enlisted community?

The Master <Chief Petty Officer of the Ccamand
Frogras fplaces the Commanding Officer sguarely ipn the
Fattern c¢f the humar relaticans @model of management. lhe
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Master <Chief Petty Cfficer c¢f the Coamand is a tecol to
assist the Commanding Officer in seeing to the needs of the
enlisted ccmmunity sc that they will be cooperative with the
formal authority of tke chain of command. The Master Chief
Petty Officer c¢i the Command represents the <Ccmmanding
Cfficer's (and Navy's) paternalistic attitude towards the
enlisted ccEmunity.

-

2. Master Chief Eetty QCfficer of the Command

A Navy Master Chief has served in the Navy for
twenty-rlus years. Ee has demonstrated the highest level of
technical competence and significant ability to manage a
workcenter, a divisicn, and maybe a department. Is the
Master <Chief <capable of exercising evea more creative,
respcnsiktle self-direction and self-control than this
presept in-rate job demands? 1If he is, what should the Navy
do to "upntap"™ his additional potential? The humam resource
podel suggests that the managers basic task is to make use
fo the "untapped" resources. The bhuman relations nmodel
suggests that management should nake him rfeel useful aad
important acd enable bim to exercise self-conmtrol cn routine
matters.

The human resource mcdel suggests that the Master
Chief should continue to broaden his self-directicn and
self-ccntrol. If the Madster Chief has successfully run a
workcenter for a long period and 1is obviously capable of
further contributions, why aoct make him a division officer?
dllow the Master Chief to be nmore creative than he has been
in the [ast. If the Master Chief has run a division for
several years, why nct let him run the department if he bhas
the capakility? There are numero'us ways to expand the self-
deterzinaticn and self-control of the Master Chief. The
Master Chief cculd become a Limited Duty Officer to
facilitate even troader expansion.
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The human relations mcdel suggests that the Master
Chief shculd be made to “feel" more useful and more iapor-
tant. He should be informed and able to voice objectiouas.
The Master Chief Petty Officer of the Coammand program gces
to great length to demonstrate the "importance" of the
Master Chief Petty Cfficer of the Command. However, tae
Master Chief's self directicn aad «control bhave nct been
kroadened. He is nct "responsible"™ for any more rescurces

or given discretiomary license on fiscal natters. Ibe
Master Chief Petty Cificer of the Command is allowed to
commupicate at a higker level of management. The Master

Chief Petty Officer cf the Cogzand is used by the Commanding
Cfficer as a symbclic statement of Commanding Oificer
concern for the enlisted community but that does not reguire
the Master <Chief to fully wuse his resources or fpotential.
Indeed, much of the activity surroundingy the Master Chief
Petty Cfficer c¢f the Command program reduces him to a
lackey. The Master Chief Petty Officer of the Cczmarnd
frogram uses the Master Chief to address the issue of
enlisted usefulness and importance.

The effect on the Chief Petty Officer comamunity is
very sigilar to that of the remainder of the enlisted ccamu-
nity so the author will attempt only to highlight special
considerations in this section. The Master Chief Petty
Cfficer of the Corxsand frogram does not increase the
creative, responsitkle sel f-direction and control c¢f the
Chief Petty Officers. It dces provide the Chief FEetty
Cfficers with an alternative communication route tc¢ the
Commanding Officer whbich can be utilized when the Chief
Pet*y Cifficer finds the chain of command unresponsive tc his
(or his division's) needs. The Chiefs have an organiza-
tional structure in flace to meet their needs. As mentiored
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in the Cc discussion, this may very wvell imply a statement
that the <Chief is not capable of controlling his own fate
unless ap organizaticral support system is in place.

4. Eplisted Perscnpel

The ocigins of the Master Chief Petty Officer of the
Command [fprogram eveolved from a concern for the e€nlisted
commubnity. Was that concern based in the bhuman resources
model or in the humap relations model? Was Admiral Zuawalt
attesrting to encourage the enlisted comaunity's willing
cooperation by recognizing their usefulness and imfortance
or was he ¢trying to encourage them to exercise nmore
creative, responsible self-direction and self-contrcl than
their :ots demanded? Does the sailor of today contribute
sore of his "untapped" resources or is he simply amore
willing tc cooperate with wmanagement as a result of the
Master Chief Petty Officer of the Command program? Dces the
Master Chief VPetty Officer of the Coammand Frovide
motivaticn? Do they feel important and useful?

The enlisted community's relation to the Master
Chief Fetty Officer cf the Command clearly indicates that
the fprogram is ttased on the assumptions of the human rela-
tions wmodel. The Master Chief Petty Officer of the Ccmmand
is not tasked to participate in the task assignments which
deterzine the extent to which individual sailors can make
use cf their "untagpped" resources. Division Chiefs and
Cfficers prcvide the challenge of orgjamizational objectives
and determine how auch self-direction and control each man
can exercise. The Master Chief Petty Officer of the Ccamand
is invclved with making pecple feel useful aand iamportant.
The chain of command actually allows thea to be useful aad
important.
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5. Junior Officers

At first glarce, it may seem somewhat strange to
address the question o¢f how the Master Chief Petty Officer
of the Ccmmand proyram effects the motivation of the junicr
officers, tut jurior cfficers want to feel useful and impor-
tant and they want tc contribute to the organization in a

creative and responsible way. These are issues which ;
involve the organization's attitudes toward human relaticns
and human resources and since the Master Chief Petty Officer
of the Ccammand program is a visible indication of the orga-
nizational attitude tcward these issues, the junior officers i
are affected. P

I1f the junior officer is regarded as a manager, his ‘
primary task is to make use of the human resources assigned :
to his respcnsibilities. Ibp crder for the junior officer to i
accomplish this, he must create an enviroament im which all
members contribute their best efforts. He <can accoaplish
this enccuraging full participation in important nmatters,

creating gocd communications, and assisting the individuals y
to exercise their potential in a relatively low-risk envi- “
ronment. The junior officer wmust demonstrate his recogai- i
tion «c¢f their independence as human beings and his )
willingness to work sith them on a one-to-one basis. With 4
the Master Chief Petty Officer of the Command program high- ﬂ

lighting a difference between the officer and enlisted
community, not just ip billet description, but in a tone of
"us vs them", the junior officer will £ind the establiskment
of the relationsbhip sxcre difficult.

The junior officer may interpret the Master Chief
Petty Officer of the - wmand program in the manner referred
to in the discussion ¢ Jelegation. The Commanding Officer
expresses doubt that the chain ¢f coamand will correctly see
to the enlisted matters. He, therefore, has a "supervisor"
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- overlccking the execution of personnel matters. The

. Commanding Officer is not willing to allov the junior

:‘ officer to exercise self-control in the area of enlisted .
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- A. CCNCLUSIONS

In the froceeding four chapters the author has presented
a critical analysis of the Master Chief Petty Officer of the
Command program as it affects the organization from four
Eerspectives or frames.

In the structural rerspective, the author deamoanstrated
bow the Master Chief Petty Officer of the Coamand frograsm,
in effect recentralized routine personnel matters from the
lower and mid-level sanagers of the chain of command to the
Commanding Cfficer apnd Executive Officer. The prcgraz also
had tbhe effect of changing the organization (in degree) from
a divisicnal structure to a functional structure. As an
exanfple, the authcr argued that divisicnal structure
requires that management have control of and respoasibility
for all assets used in attaining orgamizational goals, Fkut
that the Master Chief Petty Officer of the Command effec-
tively becanme the functional manager for enlisted perscnnel
matters. In a closely related argument, the author demcan-
strated that the Master Chief Petty Officer of the Ccmmand
program had the effect of organizationally resolving the
"dual leadership" conflict inherent in many decisions which
managers must make. The Master Caief Petty Officer of the
Command frovides for the social or people-oriented reguire-
ments of tke organization while the traditional chain of
command provides for the task reguirements.

In the poljtical ferspective, the importance of mana-
gerial pcwer was discussed. The sources of basis of fpower
were listed and discussed. The author evaluated the Master
Chief Petty Officer of the <Ccamand program's impact on five

; interest groups' power.
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Ccamanding Officers appear to broaden their power base
through alliance with Master Chief Petty Officer of the
Command, and increased reward activity independent c¢f the
chain ¢f command. Tte Commanding Officer's position as the
crew's "representative" is enhanced because the Master Chief
Petty Officer of the Command demonstrates that the
Conmanding Officer is "in tcuch"” with the <crew. The
Coamanding Officer gains additional power by having access
to additiopal decisicn premises through the Master Chief
Fetty Officer of ‘the Ccmmand 1line of commupications.
Finally, the Ccnmanding Officer reduces his dependeacy on
the traditional chain of command because he now has anctter
avenue fcr the conduct of matters relating to the enlisted
coamupity.

The power shift in favor of the Master Chief Fetty
Officer of the Command is the most significant pclitical
effect of the progran. The Master Chief Petty Officer of
the Ccmmand gains ability to influence others because cf his
alliance with the Commanding Officer. This alliance
provides the Master Chief Petty Officer of the Command with
the akility to reward or punish, disseminate inforamation
(decisicn premises), and gain easy access to the Commanding
Officer or Executive Cfficer.

The author demonstrated that the representative fower
enjoyed ry the Master Chief Petty Officer of the Coammand may
be inappropriately rLestowed. Results of the NAVSURFLANT
survey revealed that the Master Chief Petty Officer of the
Command is nmore representative of, or has more in ccmmon
vwith, the Commanding Officer than he does with Junicr
enlisted personnel. The Master Chief Petty Officer of the
Command's legitimate power base exteands beyond the confines
of the ccasand via the sguadron, group, and force master
chief crganization.
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Chief Fetty Officers gained power by having an
“in-hcuse" conduit to the Commanding Officer. The Chief
Petty Officer dependence for information on the junicr offi-
cers uas reduced. Tle Chief Petty Officers have the ability
to recoamend rewards and [runisaments independent of the

junicr officers. The Chief Fetty oOfficers even bhave the
ability tc threaten the junicr officers with the use oI
their %“alternative®" communications route. While bhigh-

lighting several areas in which the Chief Petty Officers are
less dependent on thke chain of command, the author also
points out that they are now dependent in several ways on
the Master Chief Petty Officer of the Command. While their
power kasis has leen ftroadened with junior officers, their
fower has keen decreased in their relationship with the
Master Cltief Petty Officer of the Command because of their
increased dependency cn him.

The author demonstrated that power basis of the enlisted
Ferscinnel was essentially unchanged. The @major advantage
for the enlisted personnel below the rank of chief, is an
increased access to decision premises. The author acknowl-
edged an imfroved overall situation for the enlisted coamu-
nity kut in terms of hygiene or relationship factors and not
increased power to deternmine ope's own usefulness within the
orgamnizaticn.

Junicr officers were described as the major "losers" of
pover as a result of the Master Chief Petty Officer of the
Command program. The Master Chief Petty Officer of the
Command represents an alternative conduit for  nmatters
affecting individuals and the organization for the enlisted
comLunity. This availability reduces their dependence on
the traditional chain of coammsand. The junior officer's
coercive power is reduced to the extent that his subcrdi-
nates can use the Master Chief Petty Officer of the Command
commupicaticns 1link to convey their perception c¢f the
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“fairness" of the junicr officers' withholding of rewards or .
use of punishment. Whether justified or not, the junior -
officer will be placed in a defensive positicn when
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inquiries start coming down the chain of command from the

g
'

Commarding Cfficer.

s
.

The jurior officer has 1lost some of his power base
related to decision fremises. The chiefs and other enlisted

WL

personnel can often cbtain Letter and gquicker infcrmation
from the Master Chief Petty Officer of the Command than from
the chaip of coamand. The author pointed out that it is not
unusual for the junicr officer to obtain information from
the chief tbat the junior cfficer ought to be providing to
the chief.

In the symkoli
several thecories on

. NIy

ferspective, the author suamarized
ysbology and demonstrated how syamtolic

<
3

.

activities, language, ceremonies and other aspects of the
Master Ckief Petty Officer of the Command program can be
interrreted as different “"statements® about the [cwer,
structure, and buman resource attitudes of the Ccmmanding
Officer and the Navy. The main focus of the discussion was
on the differemce between how the Navy "says" the prcgraa

affects tike chain of command and how the author "sees" the
prograa affecting the command. The MCPOC pin, office sface,
access tc the Commanding Of ficer all suggest that the Master
Chief Petty Officer of the Command has a significantly
bigher status than do the junior officers.

In the humag rescurces rerspective, the author demcn-
strates how the Master Chief Petty Officer of the Command
program effectively rlaces the Navy in the business c¢f busman )

relations panagement rather than the preferred human ]
! resource managenent. The Master Chief Petty Officer of the ]
; Command serves the [furpose of "caring" for the enlisted g
community which the author believes represents a paternal- :
istic attitude. The author believes that under a true human .
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resource management crganization, each and every manager
would ke aware of tite poteantial of the individuals witbhin
his organization and that mutual respect would enatle each
mature individual (enlisted and officer) to supervise bhis
own well-teing. Thus, the Master Chief Petty Officer of the
Command program would not be necessary except under the most

unusual circumstances.

E. RECCEMENDATICES

The following recoamendations are [provided based op the
results cf the research as fresented herein.

1. The Master Chief Petty Cfficer of the Command prcgram
should continue to be a viable line of communications
for extracrdipnary circumstances where the chain cf
ccamand might not adequately support the best inter-
ests of the Navy's enlisted community.

2. Ccpmanding Officers and Executive Officers skould be
advised of the possikle negative aspects cf the

. program on tle varicus interest groups. In partic-
ular, the " Official " position as stated in
OENAVINST 5400.37C , that the Master Chief Fetty
Officer of the Command works within the chain cf
ccamand should be recognized as an idealistic state-
ment and not indicative of the real structural ispact
of the progras. As long as the Commanding Officers
and other serior officers are willing to reccgnize
and adjust for this aspect of the program, the like-
lihood of significant organizational Frolkleas
resulting will be significantly reduced.

3. 1Ibe Master Chief Petty Officer of the Command should
Le a collateral duty in all except the largest units

( conplement of 1000 or more ). This will guarantee
that the Master Chief Petty Officer of the Ccamand
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does not become too distant from the junior enlisted
perscnnel to 1lc¢se touch with the day-to-day ccnsider-
ations and cconcerns of this group. The collateral
duty Master Chief Petty Officer of the Command should
nct represent the same threat to the chain of ccmmand
that the full time Master Chief Petty Officer of the
Ccnmand does. The chain of command wiil not feel
that a second chain is " waiting in the wings " for
the cpportunity to challenge tae chain of command.
The necessity to balance the needs of the service
with the npeeds of the indiviual service nmembers
should be re-emphasized as the primary task of the
managers of the Navy at all levels. This task is not
tc Le left to the Master Chief Petty Officer of the
Ccmmand or the Commanding Officer. It should cccur at
tite leading petty officer, chief petty officer, and
junicr officer 1levels as well as at the Commanding
Cfficer and Master Chief Petty Officer of the Command
level. It is the author's belief that this is the
real issue involved with the Master Chief Petty
Officer of the Command program and that the cnly way
the Navy is gcing to make maximum use of the human
resources available is to have the nmanagers address
tkte issue everyday in every decision. The Master
Chief Petty Officer of the Command program dces not
Lcrce the chain of ccmmand to face this issue;instead
it allows the chain of command to pass ownership of
the froblem tc a special staff “"action officerx".

The practice c¢f having the Master Chief Petty Officer
of the Command participate in the ceremonies of the
ccomand should be significantly reduced. Thié Erac-
tice 1is particularly dangerous when the cereaony
involves the Master <Chief Petty Officer of the
Ccomand participating in ceremonies with the
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Ccamanding Officer c¢r cther senior officials. The

icwer implications are obvious and potentially disas-

terous. The 1xost important of these ceremonies are

those which involve direct participation of tle chain (
of ccamand. Inspecticns make an excellent exanple in
tbat the chain of compand is presenting their sfpaces
or personnel in order to be evaluated by seniors. 1If
the Master Chief Petty Officer of the Command is a
key participant in the event, the chain <cf ccamand -
participants lose the focus of responsiblity and '

ilskskaiai oty AN
.

RO _

3 authority.
6. While not directly related to the Master Chief Petty
Officer of the Command program or this study, the
authcr believes that the survey results point to a
s significant groblem which should be investigated. 7The
g junicr officer community as depicted by the survey e
? results is the least positive of any of the groups '
s | evaluated. While the author does not presume to imply
that this situation is a direct result of the Master ‘
Ckief Petty Officer of the Coammand progras, the ™
authcr does feel that the program may be one contrib- ‘?
utor to an overall rroklem area which can not be :
ignored without significant consequences. The author '
recosmends that a review of the policies and atti-
tudes towvard the junior officer community in SURFLANT

ke initiated.

7. 1Tte final reccamendation is a direct result cf the
interviews with Commanding Officers and other seaior
officers. The @majority of the Coamanding Officers
expressed the desire to select their own Master Chief
Petty Officer cf the Command. They almost unanikcusly ;
telieved that the success of the Master Chief Fetty
Officer of the Command would be determined to a large
degree by tlke personal relationship between the
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Ccmpanding Officer and Master Chief Petty Officer of
tke Command. The Commanding Officers felt that ttey
cculd best decide who and in what billet the Master
Chief Petty Cificer of the Command could serve the
Lest interests of the ccamand. o
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. APPENDIX A
EXCERPT FROM OENAVINST 5400.37C

SECTICN C - AUTHCRITY AND BESECNSIBILITIES .

1. As senior enlisted advisor to the ccmmander/
comnmapndirgy officer cn all matters relating to enlisted
policy, the Fleet, Force, and Command Master Chiefs must
work with the executive officer, chief of staff, or deputy
in the dissemination and promotion of command policy. He or '
she will function as an integral element of chain of
comnmand.

2. Authcrity and Responsibility. Extent of role and ulti-
mate assignzent of responsibilities and authority of Fleet, |
Force, and Command Master Chiefs will be determined by the :
conmander/ccananding cfficer based on needs of the coamand.
In general, the follcwing resgonsibilities will be included.

a.  Mairtain and promote effectiveness and efficiency of
chain c¢f comnmand.

Assist commander/commanding officer in all matters
rtaining to welfare, . health, job satisfaction, morale,
1lizatidn, and training of enlisted personnel in crder

prcaote traditional™ standards of good order amd

€
t
¢
iscipline.

DO Quetco o

.. .Advises commander/coamanding officer on foraulation
nd ixplementaticn of changes in policy pertaining to
erlistéed meabers.

d Attend meetings as .directed b ommander/ccorpapdin
officer to keef a rised,oi curren¥ fssues ané provgge g
representative erlisted input.

€. Farticipate in ceremonies honoring command ameabers.

coaiiaAPREREILte,  ERRESROR S MCCRFNY SPRIRMSE/

ccBman cer to Sfpections,
v and conferences.
L g, . Participate in reception and hosting of cfficial
; Visitors to € ccmmand.
. he O inyitation and as approved onmander,
ccnnaﬁggng oziige;, represent tgg connangyang Navy a

ccanmunity and civic functions.
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i. Participate in, coordinate, or mopitor the
fcllcwirg, as appropriate.

(1) Command Crientation/Indoctrination

(2) CPO/PO 1Ipdoctripation Courses

(3) Enlisted Warfare Cualification Program
(4) Professicnal Development Board -
(5) Coammand Eetention Teanm

(6) Awards Board (when enlisted personnel are Leing
considered)

.
[

(7) Sailor <c¢f the Month/Quarter/Year Selection
Boards

(8) Human Resources Management Progranm

(9) Family Services Prograss; €. gey, Omtudsaan,
Family Services Centers

(10) Unaccospanied Enlisted Personnel Housing
Management Prograa

(11) Hakitalkility Aflcat Program

(12) Commissary and BNavy Exchange Advisory Bcards
(Ashore)

(13) General Mess and Ship's Store Advisory Bcaids
(Afloat)

(14) Humanjtarian Reassignment/Hardship Discharge
Screening Boards

(15) Command Exasining Boards

(16) Recreation Advisory Boards

9S
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3. ‘The following P M/C's, assigned as members of the Chief
of Naval Operations' Master Chief Petty Officer Adviscory
. Panel, will meet when directed by CNO. The Master Chief
Petty Officer of the Navy will chair the Advisory Papel.
Master Chief Petty Officer of the Navy (Chairmar)

Fleet Master Chiefs from:
CINCPACFLT
CINCLANTFLT
CINCUSNAVEUR
NAVSHORE (AVCMO/DNA)
CNE1
CHNAVMAT ;

FCRCE Master Chiefs froam:

CCMNAVSURFPAC

CCMNAVSURFLANT i
CCMBAVAIERPAC
CCMNAVAIRLANT
CCMNAVSUEPAC
CCMNAVSUELAN1T

CCHNAVMELCONM

CNAVRES
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4. Frecedence:

a. Fleet Master Chiefs shall take precendence cver all
cther enlisted mexbers of U.S. Navy except Master Chief
Fetty Officer of the Navy.

k. Force Masgter Chxefs shall take precedence cver all
cther enlisted members of U.S. _Navy except Master Chief
Petty Otflcer of the Navy and Fleet Master Chiefs.

C¢._.Ccmnmand Master C ef takes 5ecedence over all ctler
erlisted memkers uit a ccamahd.
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ARRENDIX B
INTERVIEWS

Captain, Squadron Cosmmander

The Baster Chief Fetty Oificer of the Command prcgram is
a significant step in the right direction. I think it
should ke expanded. Master Chief Petty Officer of the
Commands should re advanced to aa "E-10" rate, given extra
priveleges, more pay, and more recogmition. The prcgranm
helps to get the Master Chiefs back to sea wvhere they are
needed. It helps keer them ip the Navy when they otherwise
would have retired. The Master Chief Petty Officer of the
Coamand aboard my last command provided me with the pulse of
the ship and served as a sounding board for my ideas. He
ran the Chief's Mess in every sense of the word. The Chiefs
knew tlat he spoke fcr nme. The Master Chief Petty Officer
of the Ccamand ran NJP review, PO indoctrination, junior
officer training, awvards, retention, and the WRelcome ALktoard
Frogras, and much more. I gave him an officer's stateroca.
We can nct do enough for these guys.
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Captain, Squadron Comsander

The Master Chief Fetty Officer of the Command serves as
an additionpal conduit for the enlisted personnel. The
frogram is as good as the relationship betvween the
Commanding Cfficer axrd the Master Chief Petty Officer of the
Command. The Commanding Of ficer should have the flexikility
to chcose who he wants to be the MNaster Chief Petty Officer
of the Command. It shouldn't necessarily be determinped
strictly Lty seniority. He can be used to handle prograas
which affect the enlisted rersonnel but are not really the
responsitility of a rarticular department, for exaample, the
Enlisted Surface Warfare Specialist program and I-divisicn.
There could be some resentaent by tae chain of cosmand if
the Master Chief Petty Officer of the Command gets "into
their krickers" but that shculdn't happen if the Cogmanding
Cfficer sets the right tone. The Master Chief Petty Officer
of the Coamand should be assigned on a collateral-duty
Lasis. A Master Chief has too much expertise in his rate to
simply ignore that aspect. If the proyram were cancelled
today, I don*t thipnk anything would c¢hange aboard good
ships. The Commanding Of ficer would still talk to "the
Lest" chief on board to try to keep in touch with the
enlisted ferspective.
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lieutenant, LDO, (18 years service)
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. The Baster Chief Petty Officer of the Command is just
't ) cne of Bsany of the "touchy-feely" programs which the Navy
has tried to use instead of returning to the basics. Most
of these prcgrams shculdn't be there or should be signifi-
cantly scaled dowun. I was brought up with the basics. By

that, I mean the basics of leadership. My Chief kicked me

in the butt when I wvasn't dcing my job. He also went nose-
to-nose with my division officer to get my leave afpproved
whben I deserved it. He did not do it because he was aware
cf my needs or because he was vorried about retenticn. He
did wbhat he did because he wanted to do a gcod job as the

Py P
H< v': "x"v o

chief ané lLecause he was absclutely fair. Giving feofle

q
-
d
I
1

titles ard rhoney responsibilites doesn't do anything exceft
« waste Bmanpower. The kest thing that the Master Chief Petty
Officer of the Command program does is that it tells feorle
that the Ccmmanding Cfficer is, at least officially, inter-
ested in their rrobleas. But, that really doesn't "do"

v

Pl

anything fcr peorle. If the Ccsmanding Officer really wants
to "dc" something fcr his troops, he tells the Executive
Officer and somewhere down the line (chain of command) scame
Fetty officer tells scme seaman to paint the berthing space
or fix the rlumbing. In a majority of the cases I've seen,
the Master Chief Petty Officer of the Command doesn't do
anything for the crew. Within three months of a Commanding
Cfficer's arrival, the Master Chief Petty Officer of the
Compand will be doing whatever the Commanding Officer wants,

| not ©pecessarily what the enlisted community needs. Ihe
. Master Cliief Petty Cfficer of the Command becomes a "jes
: man". At least if a Master Chief is running a divisicn, he ]
e can tell the Commanding Officer what's really happening and %
h then retreat to his wcrkcenter. If the Commanding Officer )

really cares about tle troops, he'll tell that Master Chief ]

|
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to turn-toc instead c¢f putting all the work on the good
chiefs that are being driven into the dirt.
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Chief Warrant Officer, (18 years)

The Master Chief Fetty Officer of the Command is cpne of
the best things to happen since I've been in the Navy. The
Captaip can get the story on what's really happening without
all tre filters or klocks that usually get in the way. I
think the Master Chief Petty Officer of the Command can make
the difference between having a good ship and a great ship.
If he works with the chain of command he will be listened to
and respected. The junior officers esfpecially caan get good
recommendations and guidance if they are willing to listen.
If the Master Chief Petty Officer of the Command isn't the
type that puts the division officers on report to the
Commanding Cfficer/Executive Officer, he <can really make a
differeace. The Master Chief Petty Officer of the Ccamand
we have is a terrific chief and a great technician. I think
he gains a lot of respect because he is still dcing his
in-rate work even thcugh the Captain wants to make bhim a
full time Master Chief Petty Officer of the Command. of
course, he's so good that his division runs great even when
he's kusy with command business. That helps here but on
cther ships the Master Chief Petty Officer of the Ccamand
might have to be full time in order to be effective at

either jck.
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- Captain, Squadroa Coxzander

» The major task of the Master Chief Petty Officer of the
';*‘ Command is to be the president of the CPO Mess. He can
: really help the Commanding Cfficer/Executive Officer keep
those guys integrally involved in running the ship. 1f he
can kee; the Chiefs working with the Captain instead of
against him, the ship will be a superstar in every resrect.
The Chiefs will keep the troofs busy and happy and free the
officers to keep up cn the papervork and warfare asgects.
The success of the Master Chief Petty Officer of the Command

is gcing to be dependent a great deal on his personality and

=" DN

the perscnality of the Commanding Officer/Executive Officer.
The Ccmmanding Officer has to have soaeone with whom he can
work. 7The most senior chief may not be the best man tc £fill
the Lkillet. The Coxmanding Officer should have the flexi-~
bility to pick and choose. The major attribute wbich the
Master Chief Petty Officer of the Command ought to have is
some ability as a facilitator. If he has this ability, he
can ccasunicate the froblems he hears from the troops and

DRRAN AR A G g0 o)
. [ ]

the rclicy or explaration he receives from the Cormanding
Officer without <challenging the Captaia's authority or
siding with the establishment in the eyes of the crew.
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Master Clief Petty Officer of the Command,

(collateral duty)

I think the [program has been a real success. The stan-
dards have really imgroved in areas like habitability and
recreaticn and I thick the Master Chief Petty Officer of the (
Command program has flayed am important part in it. The ’
recent esphasis to get the Master Chief Petty Officer of the
Command more visibility is good. It shows the troops that

the enlisted community is an important part of the Navy and
that the Ccmmanding Cfficer recognizes that fact. It is
very important that the Master Chief Petty Officer cf the
Command work within tike chain of command. If he is alvays
running to the Executive Officer to tell on this division
cfficer cr department head, or even another chief, the word
is going tc get around and people will steer clear of hinm.
I try to go to the lowest level 1 can to resolve frcklems.
I usually start with the Leading Petty Officer but sometines
it*'s a matter of getting tvo seamen to talk to each other.
The chiefs decided tc make a real effort to get the retty
officers tc carry sore of the 1load around here. As
President of the CEO Mess, I discussed it with the
Commapding Cfficer ard got his agproval on the idea. The
officers were behind us, too, especially since the
Comamanding Cfficer wanted them to be behind us. I'e not
saying that we back-dcored thes either. The officers would
have wanted to support us anyway but knowing that the
Commanding Officer was not gocing to come down on them if

'i something fell through the cracks made it a 1little easier
for them to take the risk of letting the Petty officers take
cn mcre resgonsikilities. This happened about four month's
ago and I think we've got scme young petty officers who are
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tetter gqualified and more productive than a lot of chiefs on

cther ships. It happened because everyone supported the
idea. tThe Master Chief Petty Officer of the Coamnapd bas )
real [fotential. I*d like to see it work this well
everyvwhere.
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Captain, Ccmmanding Cfiicer

The idea behind the Master Chief Petty Officer of the
Command program is gccd. I think it evolved from the Senior
Enlisted Advisor prcgram of the early 1970°'s. We really
needed it back tlen kecause of the Viet Naa stuff, the frob-
leas with race relatioans, apnd the geﬁeral unrest in the
junicr erlisted ranks. I truthfully think the reascn the
program is getting sc big is because we're using it as a
"carrct" to entice these guys to go back to sea. I don't
have anything to base that on; it's just a gut feeling. 1The
thing I 1like about the Master Chief Petty Officer of the
Command r[prcgram is that it is another tool fcr the
Comaanding Cfficer tc use to belp rum his ship. If every-
thing is running smocth, then the Master Chief Petty Officer
of the Ccmmand can stay down in the holes (or wherever) and
take care of bis division resionsibilities. If there's a
Erobles scmevhere that he can provide some informaticn on,
the Captain can call him up or he can just come in and see
ne. Be has an open-door policy with me. I use bhim as a
sonnding kcard. He's been arcund a long time and he's seen
lots c¢f CO's make wmistakes so maybe he can keep me from
tripping over my sword. The Commanding Officer should have
the flexibility to choose someone besides the @most senior
chief. The guy who is most senior may not have the person-
ality to be a good Master Chief Petty Officer of the Ccamand
or he gay ke too loaded downp with division responsibilities.
I think the Master Chief Petty Officer of the Command should
ke a ccllateral duty except maybe on an aircraft carrier or
LHA. It's a nice asset but only as an extra benefit. I
don't think I'd wvant cne on a full time basis. If you asked
any Ccmmanding Officer if he'd rather spend his optar to pay
for a full time Master Chief Petty Officer of the Coammand or
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save the oftar and assign his own collateral duty Master
Chief Fetty Officer of the Command, I think they'd all pick
the ccllateral duties. 0f course, if Washington is giving
away Master Chiefs, no ones going to turan them down. If
nothing e€lse, the Master Chief Petty Officer of the Command
can take some of the load off the Executive Officer in the
routine personnel prcgram areas.
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. APRENDIX C
SURVEY CF COMNAVSURFLANT PERSONNEL

THE PUEFCSE OF THIS SURVEY IS TO GAIN AN UNDERSTANDING
CF THE NCEERAL MANNER CF CONLUCTIING BUSINESS ABOARD YCUR
SHIP? AND YOUR GENERAL AITITUDE REGARDING THE NORMS.
YOUR ANSWERS ARE ABSCIUTELY CCNFIDENTIAL. THE COMPILED
CATA FECM AEOUT 30 CCMMANDS WILL BE PRESENTIED TO
COMNAVSUEFLANT AND SUEERINT ENDENT,NAVPGSCHOOL AS A
PORTICN CF MY THESIS WORK. YOUR COOPERATION AND ASSIST-
ANCE AEE GEEATLY APPEECIATEL.

FLEASE FILL IN TBE BIANKS OFE CIRCLE THE MULTIPLE-CHOICE
ANSWEE WEERE APPROPRIAIE.

:
]
) ALL HANDS [

1. What is your rresent rank/rate?

2. Which category best describes your present billet?

a. CC/CLR

k. XC/Csu

C. Derartment Head
d. Division Officer
! e. Division Chief

| f. Ccmmand Chief

J. Petty Officer

he EI1-E3

A AN AN 4 s

A Sas . s ANERA
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3.

4.

5.

6.

e A e e SO "l e N N N P S i A S S e S I T raa a2 1 ey .
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How many years have you Leean on active duty in the
USN?

Hov many years have you spent aboard SURFLANT

cogmands?

Not including your present coamand, to how many
SUEFLANT commands have you been assigned? -

While considering the merits of a Captain's Mast (NJP),
which person do ycu feel would best be able to influence
the Captain's opirion of the sailor in guestion?

a. Division Chief
b. Division LPO

c. Chaglain

d. Ccmmand Chief
e. Department Head
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7.

8.

9.

If a junior enlisted man experienced racial/ethpic dis-
crimipnation from his division chief and wanted to prevent
further discrimination without causing future reper-
cussionss/animosities, to whcm would he most likely
initially report the incident?

a. Division Chief
b. Division 1PO

Cc. Ccammand Chief
d. Chaglain

e. Department Head

If you were the Executive Officer of a ship and wanted
to obtain a feel fcr the frobable reaction of the crew
regarding a possitle policy change, froa whom would
ycu mcst likely seek advice?

a. A department Bead

b. A leading petty officer
Cc. Ccomand Chief

d. A division CPC

e. Chaglain

Which of the follcwing individuals in your opinion is
most likely to understand the values, social pressures,
and sccial normms of the new recruits entering today's

Navy?

a. Executive Officer

b. Division Chief

C. Leading Petty Cfficer
d. Division Cfficer

€. Ccanand Chief
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10. 1f a Task Force Ccamander (Rear Adamiral/Commodore) canme
atcard your ship and asked to receive four briefs regard-
ing the status of your shif, who could best provide tle
required informaticn? (Cirxcle four)

a. Crerations Officer
t. ¥0 i
c. CIC Officer
d. Ccmzand Chief
e. CC

P TN A P

f. Wearons Officer
ge 38 Coordinatcr
h. Chief Engineer
L

11. During routipe ipfort ofrerations at what time of day
(cn a 24 hour clock) do you usually arrive on Lkoard?

O

ST, T

12. Durirg routine inport ofperations at what time of day
(cn a 24 hour clock) do you usually depart the ship for
tke cay?

13. In hcw many secticns are you persomnally standing duty?

a. 1lbre¢e or less

E. Four

c. Five

d. Six or acre

e. 1 am not assigned to stand duty days.

A P S A At St e e <o S .
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15.
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kbich of the perscnnel listed below, if any, do you feel
shculd not be required to stand duty? (Circle each
category that you feel should be exempted)

de
Ce
d.
€e
f.
ge
he
ia
e
ke
1.
De

Co

) 1}

Senior Watch Cfficer
Yess Cooks

Chaplain

Leprartment Heads

3M Coordinatcr
Barrant Officers
Suriace Warfare Officers
Chief Petty Cfficers
Ccasand Chief

Suprly Corps Cfficers
Shir's Secretary

Ic what extent are appropriate and reasonable privi-
ledges commensurate with responsibility and positicnh
granted to the Chief Petty Officers of this command?

a.
k.
Ce
d.
€.

Significantly insufficient privileges are granted
Scmewhat insufficient privileges are graanted
Frivileges are appropriate and reasonable
Somewhat excessive privileges are granted
Significantly excessive privileges are granted
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16. To what extent are appropriate and reasonable privileges
commensurate with responsikility and position granted to
tke junior officers of this command?

a. Sigpnificantly insufficient privileges are granted

L. Somevhat insufficient privileges are granted

C. Frivileges are appropriate and reasonable
d. Scmewhat excessive rrivileges are granted
& €. Significantly excessive privileges are granted

oL, e,
P

T v
oo
a

17. Tc what extent are appropriate and reasonable privileges,
ccnmensurate with respomsibilities and position, granted
tc the Command Chief of this coamand?

!.

a. Sigpificantly insufficient privileges are granted
k. Scmevhat insufficiert privileges are granted

C. Frivileges are appropriate and reasonable

d. Scmewhat excessive privileges are granted

€. Significantly excessive privileges are granted

18. 1c what extent is earning a battle efficiency "E"
isportant to you?

a. 1o a very great extent
rf . To a great extent
- c. 10 somewhat of an extent
de 70 a small exteat
€. 90 a very small extent
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19. 10 what extent do you feel that the job you are pecfornm-

ing is wortawhile?

a. 1T0 a very great extent

t. 1o a great extent

c. 1o somewhat of an extent
d. 1T0 a small extent

e. 1o a very small extent

-
-
!
-
i
-
4

20. Cn the average, to what extent do you enjoy coming to
werk in the morning?
a. 1o a very great extent

r. J0 a great extent
c. 1To somewhat of an extent ]
d. 10 a small extent ﬂ
€. 70 a very small extent

Lot am an r.rv_ﬁ-.

21. Cp the average,tc what extent do you feel that ycur time
is used productively during the working day?

a. To a very great extent '
t. k. To a great eitent i
NS c. 1To somewhat of an extent %
d. 10 a small extent

e. 1o a very small extent

¥
TR
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22. Op the average, tc what extent do your superiors enforce
the use of the chain of command?

a. To a very great extent
E. To0 a great eixtent

c. 7T0 somewhat of an extent
d. %o a small extent

e. To a very small extent

23. On the average, tc what extent is your chain of command
willing to take action on known or alleged racial cr
ethnic issues?

a. 7To a very great extent
. 170 a great eitent

c. lo somewhat of an extent
d. 7To0 a small extent

€. To a very small extent

CFFICERS ANL CHIEF PEITY OFFICERS PLEASE CONTINUE ON NEXI
FAGE. ALL CTHERS PLEASE STOF AND RETURN THE QUESTICNNAIEE
10 THE PEOCTIOR. THANK YOU FOR YOUR TIME AND COOPERATION.

.
b

|
@
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CPO/OFFICERS

24.

25.

26.

DA St B ShEs Bea aet g B oy 20

Durirg a normal inport work-week, on the average

how many hours dc¢ you spend talking with the

Executive Officer on a one to one basis?

Hcw do you feel akout the amount of time you spend with

the Executive Officer?

a.
b.
Co
d.
€.

Consider
Consider
Ccnsider
Ccnsider
Ccnsider

it
it
it
it
it

tc te
tc be
tc be
tc be
tc te

very insufficient
somevhat insufficient
aprrorriate

somewhat excessive
very e€xcessive

During a normal import work-week, on the average

hcw many hours dc you spend talking

with the Captain on a one to one basis?

120




Y vy
A

i

27. How do you feel akout the amount of time you spend

28.

29.

with the Captainz

A.
B.
C.
D.
E.

Ccnsider
Consider
Ccnsider
Ccnsider
Ccnsider

it
it
it
it
it

tc
tc
tc
tc
tc

be
be
be
be
te

very insufficient
somewhat insufficient
apgrorriate

somewhat excessive
very excessive

Which of the follcwing Lkest describes the tone of ycur
relaticaship with the Captain? (If none applies, please
choose the answer which is least inaccurate.)

a. Businesslike lased om mutual resgect

k.
Ce
d.
€.

Friendly and fcsitive

He uses me to implement his policies

He dces nct afpreciate my ability and potential

He shows interest in my well-being only to the extent
that he feels lLe must.

Which of the follcwing kest describes the tone of

ycur relationshifp with the Executive Officer?
(If pnone applies, please choose the answer which
is the least inaccurate.)

a.
k.
Ce
d.
€.

Businesslike lased on mutual respect

Friendly and [csitive

He uses me to implement his policies

He dces not arrreciate my ability and potential

He shows interest in ay well-being only to the extent
ttat he feels he must
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30. Which of the followiny best describes the domibnant
. mctivation which fursuaded you to join tane Navy?

a. I saw an opportunity to obtain training and education
which othervise would nct have been available to me.

b. I saw an opportunity to travel and be "on my cwn". ;

c. I wanted to serve my country -

d. I saw an cpportunity to become a leader with significant !
respensibility at an early age. "
€. I saw an opportunity to earn a reasonable income with :
security and I did not have any Letter optiors at the tinme. i

31. 1c what extent dc you feel that the word received in
the CPO mess is mcre accurate than the word received
via tkte chain of ccamand?

a. To a very great extent
. L. To a great eixtent

c. 1To some extent

d. To a little exteat

€. 170 a very little extent

32. Tc what extent have you been given the opportunity to
learn and demonstrate management and leadership coa-
mensuyrate with your ability?

a. T0 a very great extent
. b. 17To a great extent
! c. 1To some extent
- d. TJ0 a little extent

€. 170 avery little extent
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3 33. To what extent is the management/leadership aspect cf
. your jok more impcrtant to you than the warfare/
" technical aspect?
Fi a. 710 a very great extent
g' b. 0 a great exteant
_ c. 1To some extent
. d. 170 a little extent
‘ e. To avery little extent
1
[
:Q 34. To what extent does your job performance reflect your
maximum capability?
a. 1o a very great extent
k.« T0 a great eatent
c. T0 some exteat
d. T0 a little extent
€. To avery little extent

35. Tc what extent are your sgecial achievements or extra
efforts recognized by the CO?

a. Io0 a very great extent

k. To0 a great extent

~ Ce. 10 some extent

d. To0 a little extent

€. T0 a very little extent
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36. 1o what extent have you been given the authority and
. responsibility ccamensurate with your billet?

a. T0 a very great exteant
k. 170 a great eixtent

c. 10 some extent

d. 170 a little extent i
e. To a very little extent :

37. TIc what extent are you confident that the CO would act
cn a worthwhile suggestion by you?

a. To a very great extent
t. 70 a great eitent

c. Jo some extent

d. 1To a little extent

€. To a very little extent

_ala EERR

)

38. To what extent dc you feel that the CO has an accurate ‘
understanding of your mctivatioas? ;

a. 1o a very great extent i

~

k. 7T0 a great extent

c. 1710 some extent

d. 1o a little extent

€. Jo a very little extent

C e
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39. To what extent dc you feel that the CO has a genuine
ccocern for your welfare?

a. ITo a very great extent
- k. 1o a great extent
k c. To some extent

de T0 a little extent
- e. 10 a very little extent

40. To what extent dc you feel that privileges in the Navy
are granted apprciriately?

a. To0 a very great extent
b. 7To0 a great extent

C. 70 some extent

d. To0 a little extent

€. To avery little extent
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. 41. To what extepnt dc you agree with the practice of grant-
ing special privileges to personnel junior im rank to
perscns not granted these privileges (i.e. Sailor of the
guarter,CPO/MCPO reserved parkingy places at the Navy
Exchange or pier farking lots, exemptionfrom
the watchbill, etc...)?

a. Strcngly agre€e with practice

E. Agree with fpractice

C. No cpinion

d. [Lisagree with practice

€. Strongly disagree with fpractice

COMMANL MASTER/SENIOR/CHIEF PEITY OFFICERS PLEASE CONTINUE ON
NEXT EAGE. ALL OTHERS PLEASE STOP AND RETURN QUESTIOQNNAIRE TO
EROCICE. THANK YCU FCEF YOUR TIME AND COOPERATION.

. L. L . UL ...
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COMMAND CHIEF

42. To what extent did your formal schools prepare ycu for
ycur rresent billet?

a. 1To a very great extent
k. 10 a great extent

Ce 7T0 some extent

d. To a little extent

€. T0 a very little extent

43. 1c whom (by billet, not name) are you directly
repconsible for the manner in which you perfornm
ycur primary job?

44, Over the past four veeks, bhcw many hours have you sgent
workingsassisting in the area of your rate? (i.e. fcr a
GMCM, how many hcurs working with missile systems cr
assisticg your ccimand's GM's?)

.

:’ a. KNone

" b. Cne-half vorkday (4 hours) or less

o c. Eetueen one-half and a full workday

- d. 1The equivalent of one to three workdays

, €. More than the equivalent of three workdays
o

E. 127
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- 45. Thinking about ycur job when you were a divisionm chief,
hcw sould you coamiare the relative satisfaction you

;AR .

received then as compared to the satisfaction you
receive now?

a. Significantly more satisfaction as a divisior chief

.
3
-

-

’

d

L. Somewhat more satisfaction as a division chief

C. No definable difference

d. Somewhat more satisfaction as Command Chief

€. Significantly more satisfaction as a Command Chief

! 46. Since becoming a Command Chief, have you ever Leen
asked tc represent t. 0 at any fuanction away froa
the Ccamand?

a. Yes
k. No

47. Since recoming a Ccmmand Chief, have you ever discussed
the leadership/maragement frotleas of a specific division
cfficer or department head with the CO or X0?

d. Yes ﬁ

E. Bdo

48. Since becoming a Coamand Chief, have you ever promulgated

a ccamand-vide pclicy announceaent (i.e. change in the

T

| daily rcutine, prccedures for mess cooks, etCe...)?

a. Yes
K t. No

Ve e e
ot

d

ELEASE FETUFN THE QUESTICNNAIRE TO THE PROCTOR. THANK 1ICU FOR
YOUR TIME AND COCPERATION.
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APRENDIX D
CCENAVSURFLANT SURVEY ARD INTERVIEW PARTICIPANIS

CCMCRUDESGEU TWO
CCMCRUDESGEU TWELVE
CCMSERVGRU TWO
CCMDESRCN TWO
CCMDESRCN EIGHT
CCMDESRCN IWELVE
CCMPHIBRON TWELVE

USS WAINWEIGHT (CG 28)

LSS JOSEPHUS DANIELS (CG 27)
* USS PREBLE (DDG 46)

4 TSS CON YINGHAM (DDG 17)

USS RICHARD E. BYRD (DDG 23)
LSS KING (DDG 41)

tSS SAMESON (DDG 10)

. {sS THORN (DD 988)

» USS MCCLOY (FP 1038)

B {sS THOMAS C. HART (FF 1092)
EEJ USS MOINESTER (FP 1097)

f

»

TSS EDWARD MCDONNEL (FF 1043)
0SS TRIEP (FF 1075)
o 1SS JOESEPH HEWES (FF 1078)
o CSS RALIEGH (LBD 1)
; LSS INO JIMA (LPH 2)
CSS PORTLAND (LSD 37)
TS SPARTENBURG COUNTY (LST 1192)
o USS YELLOWSTONE (AD 41)
TsS SIERRA (AD 18)
SAN DIEGO (AFS 6)
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APPENDIX B
EBSULTS OF SURVEY

'

g
I

This appendix [frovides the results of the survey
conducted akloard the SURFLANT ships and staffs listed in
Appendix D. A total of 824 personnel participated inp the
survey. The results are listed by billet in coluamns. 1The
treakdowr in terms of total numbers is:

1. Ccpmanding Officers/ConmanderSececececcceccccens 12
2. Executive Officers/Chief Staff Officers...... 18
% 3. Department HeadSeececccoevcvscccacccccnsnccnse 26
% 4. Division OffiCerS.c.cceencacccssnccccccnccnns 59

il ) N

5. DiViSion chiefs..'..'..‘..“.'.‘......l...... 65
6. Master Chief Fetty Officers of the Command... 15
! - 7. Eetty officers‘........Q..C.........QC.....-.“31

8. sea.en/?irenen...... ...‘.Q....'..Q...........170

@

Each row represents the five choices of answers avail-
able fcr each guesticn. Reading across each rov will demcn-
strate tke percent of each billet category who selected that
answver. 7The double asteriks (*%) indicate that the answer

R\

was nct selected Ly anyone in that category (or zero
percent) .

b




T

7

“ srTas3g 9 NOIISIAD

]

U 62 oz Lz nt 144 [A4 :11 % pe3f juauy Jeiaq *3

w 80 "0 £t o Lt 90 8t . yaTys puemsdd P

M €0 z0 s z0 20 % e T e aretdeqd >

m 62 9g nt 82 60 0 ** L 537 wotsTAtd 1
ne g€ Ly 99 ns 95 %9 €8 yaty) uoTSTATA %

m NS od R o1 oq HQ ox 0

peaH juowyyedaq °?
JoTYD pPUREAI] -p
gretierd °°

031 uorstata °d
7oTYD> QOTSTATC ~e

:uot3sanb ut Jortes 393
ut 03 @1q® 34 1527 prRoR 1323 nok op

areided 203 asuanly
puTIZPTSUAID aTTYR "9

30 noturdo S
te3ded ® FO s3TI9® ¥4}

gosyad qOTUA » {grR) 3ISEH ST

-t . ......
L EEARNEN & ,
R AT A N A .
AN AT hﬁ
e " . . . .
bPllp;! ..\
e

gk -.F.

131

PR

.
‘h-‘_\.

RS

o




- — L TTIERYTTTT T T e——"

srinsIg L NOILS3IND

44 91 £l 11 9l GE ** . pess 3juwemireiaq °3 =
sz 9 Lo 80 st 8t Ly Ly atetdeqy P L
61 €€ L9 99 Zh 62 5L L9 F3TYD puvmEdd 3 4
Lz 0€ Lo 90 9z 4} % L 0a1 worsTATad  °q b
Lo 90 Lo 60 Z0 90 80 . J3TYD GOTSTATQ  °®
NS 02 o0 o od Ha 0X 0o

N

2

—

- N

- -

pean jwamyyedag -9
atereqd °P

JoTq) puewso) °O
0dT uwotrstAara “°4q

C et Tw

J2TYD UOTSTATQ °®©

cjuaprouT ov3 3rodar ATrer3TOT KraxTr 3IsSOU

ay pTnoa uwoym O3 .wmﬂuuwoaﬂQM\quﬁmmzouwmwu ayn3iny Hursmned INOYITA

1OTIRITETIOSTP IITIINT 3us2a21d 03 pajueA pue JoTU> UOTSTATD STU | b g d
uoTILUTATIDOSTP sruy3ya/Teroer peoustiaixe uew PI3}STIUD soranl e JT “L




[ —
T —— T

5

PAdra

sy1nsid 8 NOTISIND ,

Z0 % Y £0 % %% % % grerdegd °?
91 91 Lo GL tl 1111 * % % 53D TOTSYANd °p
oh o £6 L L SL 26 o0t ISTYO pueuudd *o
6Z ih L3 90 nt 01 *% *% 3471 e |
131 €0 % S0 20 G0 80 - pesy awewareiag °F
NS 03 R a0 oa na ox 03 -
. aterieud °3
0dD) TOTSTATD ¥ P o
ya1qo puewmdd O -
zoo1330 K33ed buypesl v °q .
pesg juswyyedap v °F v

2aoTAD® %3S LteaXTT 3Isom nok prno® DOUR woxy °‘3bueqd o

Kkottod atgqrssod ® sarpiebal 33D sy Jo uor3ideSd ayTeq0xl 2N I0F 1337 g

p ureaqoe O3 p23ueA pue dTys ®© 3O 130TII0 2ATIND3XT 33 aro>n nok IT °8

w - e e ]
A SOAE. ) SIS B - <!




Bl i a a0
- Al wed g ad

N W

LA I A et g vl 48 ot

s

T

4 W T Wy W

- - RN Y
SITnsdg 6 NOIXISAND

8l 11 Eh 1113 1 X4 14 on 0s F3TYD puewmd)d *9
€0 z0 1 SO it Gt *% Lt *¥30 UOTSTATQ °p
9 SL 62 £n g2s ot on Lt 041 o
oL 80 *% 1z Lo (14 ot % F3TYD UOTSTALIQ *q
Lo <0 Lo co 0 %% ot A *IYO 3ATINOIXY *e
RS 0od JR N oda HA 0X 0D

et i 3T

J2719D puesud)
I95TI IO UOTISTATLQ

1207737 K33aa Hurpear

FaTY) wOTSTATQ

I92T3I30 24T3nD3X73

R e -

*3
P
e J
o
*e

cfaey s.,fepoy Huriajud SITRIDDI
A2U 2Y3} JO sumIou TeT20sS puer “‘sarxnssaxd Teroos ‘sanyea agl puelsIapun
03 £19YTT 3som 3T uorutdo INOK UT STeNpPTATPUT HUTADTTOY aYY JO YITYN °6

134

-
Ca v &0

aniata e




LA Sl GBS R g

AT g

R

s11ns38 OL NOTISENT

GS hS €6 8t LY LY h L9 J0d2R LON e |
Gh o Lh 9 6% €S 86 42 J0IJ0W ce
NS 03 o) ] o0 oa HA oX 02

139uthuzy I3TL °¥

1o3eurpYOO) HE 6

13571330 suoiean °F

0y

yJary) puezsd) °P

3951330 21> °°

ox -°«q

*e

1991330 saotyexain

JudT3IeWIOFUT pextrnbax 293 @
Jefox S323T1Iq INOY 3A 1393X 03

(1no3 o121TD)
snof 30 snieys 3T} fuTp
Inok pIieoje IWEI (3z0pONWOD/TEITUD

e, . e

prtaoad 3s33 PIROD oqa ‘drqs
pa2)se pae Jtqs

Yy Ieay) I3pUEEEI) s210J ¥sel © FI

ol

135

RPN WP R

w o

B

.t
Y

e P

-
-

.

.

IO

.1

'~

T}

LS .Y

a3

3 _gr

POy

Py



SRR SCREREE RS ourinars | NSRSSIPASMENIN ( aEaE R Eaaa € } Ot gt A
g
3 .
! L
3 .
' 3
f. .-
y )
b
b o
_.“ .
. SITNSIY €L NOIISAND
g
,” ey
b ™ A
2l —
¢0 S0 EL Lo 0 St Z6 1 ¥:] paxrnbax L3np oN *d
m S0 S0 *% S0 it GE t 3] *k aJ0m JO XTS P R
. it n ® % L 9t 14 x% £ AT *d> R
: 09 89 ' LO 89 ZL 14 80 Lt amog -9 -
4 zz 80 0z S0 s s % “* $S9T 10 s9IqL e
; RS 02 o)} ok 0g Ha ox 93 :
m_ ..
/ .
: .
“ ¢kanp bfutrpueys Ktreuvosiad nok 3ae suoryoas Luer AOQ TT °fFL ¢
/ L
' ]
’ 8
) -
4 )
_‘. . . -3
4 o
- kvh.kavk,l - RN I L LA T w.l.ru.




SITnSIY #L NOIISAND

L
8¢
RS

(A
8h
od

€l 34 6€ 0t Lt ct pTnoys J0IdW °q
L8 6L 19 oL €8 £8 3ou pTnoys DOION ce
o]} ok oa Ra oXx 02

Kkaeyajoas sS,itus °u
s10o133) sdiod Aridns °T
79TY) puUes®I) .m
syooTyI) _K33ed FATW) ¢
SI195TJJ0 a2IeyIey 3adeyins T
SI3>TJI0 IUEIICR .m
I030UTPIOOD HE °
spesl 3aaw3xeday -°3
vrerieyy -
sY003 SS3N .w
I90TFI) YdO3ey Joruwds *
ox °1
0) -®

(p33deaxd a3 prnogs
1323 nok j3eqy Kxobajzed yoes a1o11)) ¢ékinp pueys 03 paxrabaxr 27
jou prnoys 1e>3 nok op ‘fue JT ’poToq P23ISTT TouuosIad 3yl Jo YOTYE °nl

137

~ o
< L

o .
PR I )
A
et e o
ol < g o

~
P

-
1

AR .
(PRI Y R




N i

il Y A

i Sl AEE A S S

"N

AT AR LS IR U TV TR TN

o TRTET W e T

sI10S3Y GL NOILSand

80 90 " ** (4 ** T '3 kraueoryrubrs  *9

(114 it Lo & 60 ot ®% €% 3A TSS9OXY °p

LS 29 09 SS 99 G8 z6 €8 ajeradoxidy >

(4 St 0z €E St S0 ®% Lt 3TaTOTIINSUTL I

€0 S0 €L €L 60 ** % o ItaueoryTubrs  -e
NS od ol 21 od Ha 0X 02

pa23uexb aie sobaTTATId BATSSIOXD Kktauweotyrubrs °d

pajueab aIxe safoTTaTId B2ATSS2OX2 JPYASEOS  °P

aTqeuosSea1 pue ajerxdoadde 3re s3ba1TATII *D

paiuexb ale sofaTTATId JWITOTIFNSUT JeYA3MOS °q

‘e

7914y °2y3 o3 pajuwelb w

p23uexb axe soboTTaATId JIUSTOTF INSUT ktauweotryrubIs

;puesuwdd STY3} 3O SIDTIIO £3ya3

ot3tsod pue £3trrarsuodsax q3TA 23eIRSUIEEOD

safparratrad arqeuoseal pue ajeridoadde 31e WIIXdD jeUA I

*Gl

138

TN

- s
L -
U L P

. AP ST
PPN PG W WP S W




ML A

—

M

s

R s A x4t

T T

EIRIL Rl oo g

sz10S38 91 KOIISAND

S0 90 ¥ Z0 z0 *k k % fyauedTITUBTS >
61 €2 0z L Lo S0 % . saTSSsadxy D
LS LS L9 65 8t G9 SL 00t ejetrxdoxiiv 2
9L 4% Lo €t 43 o€ 6z 13 jzaTdTIIMSUL 1
"0 £0 Lo 69 ZL *% % . KrjueotyTubys  °e
NS od o} 7] 2a oa Ba 14 4 02

pajueab 21e sabaTTATId IATSSIOXD Xtaueotyrubrs °3

poijue1b aje sofatTaTad SATSS3IOX3 ILYAIWOS i

a1qeuosedl puUe sjeridoadde 31e sohfaTIATII °O

peiueib axe sofattaTad JWSTOTIFNSUT JRYAIWOS q

e

zotunl ayy 03 paszuexb gotytsod pue K
sebartaT1d oTqeuOoseaX puUE ayerxdsxdd

pajuexb axe sabaTTATId 3IWDTOTIINSUT FyyveotITR6 IS

;pueEmd> STY} JFO SIBITIIO
3trTqTsrodsar ITA 230INSTIVUOD
e YR JUW23IX jeys O

139

‘9L




b

PN

TV Y e i~ e

At A

m .
-

Al

R

SLINSAT LI NOITSIND

IR, TN

it
4
LA
9t
80
NS

90
80
L9
hi
20
od

* ¥ z0 60 oL % % Kr3uedoryTub TS s>
2 | 20 ¥4 ot g0 Lt BATSSaOX] °‘p
L9 L LS SL Z6 L9 ajeraxdoxiiy *>
Lo L G0 S0 ** Lt jgaTOTIINSUT *q
£l 80 60 % % % krageoyyTubrs °e
ol oa oq Ha oX 0o

NIN] - TS .. . & Y

p23uexb are sabarrarad dArssadxs LrjuedTiTabrs °>
pajuexb axe safayratid oATSsSd0X2 JeUA3WOS P
aTqeuoseax pue ajeridordde 3xe sa6dTYATII D

pe3ueab axe sabfaryaTad juaTOTIINSUT JeYAdEOS 3
pa3jue1b axe sabarratad juatrodryynsur Lt3uvedrIruabis °e

ipueasdd SIU} IO IBTYD pULEED)
aq3 03 pa3jueab ‘uoriTsod pue SATITTTITSTOISIT Y3ITA SILINSUSREWDID
*sopartatid arqeuoseax pue azeridoadde 3xe WOIXS jeqgr O °L|

140

PO AP Sy S

P AP




ST TN TRTET YT

oy
. -

S
A i

Pl e

ITATIWTN

AT

e —w

s110s38 61 Ro1Is3INd

T

it 80 * 99 €0 *% % % ja33x3 TTewS Ka *d

it 90 L 1 S0 S0 £ 3 % L 1] 3u33xd TS OF Y

[44 (44 £t Lt hne (113 L 3] 99 31 2qA3E0S o

T4 8z 0 8z ZE 174 0S he 3u33xg 3ed3¥9 0L i |

€€ 9F Lo L 9¢ Gh 0S .o qua3xz 3edx KA “®
NS 03 on Ja oda Ha (o) 4 0o

Jua3xa> Tress L12a ® O] -3

ju23x> tress e of °P

jg31xe e JOo 3eqAdW0S OL >

jue3r® 3jearb e oL °q

3u33xa 3e316 £x9a © OL °©

LOTTIYARYIION

qol aq3 0qY 1293 nok >p jue3Ixe IegA OL

st futmioyy>I 3I® nok

141

‘e

*6L

A

i,

PUPY R




AUBMEAZhets tain Aege 4 3
ST, it et Sl Tt Y
Rl WYY TYTW YT

T

]

FTETY

si10say 02 ROTISI N0

ST T

90 80 % €0 €0 *% *% .E qus3xz YYews K °3
60 Lo LO 1440 €0 *k % ¥ ju33x3 [TRWS OF ¥
8¢ :13 Lo 80 ot *% 80 *x% 3eY RINOS *o
z€ Le 0¢ (44 11 rA% L % 3u33x3 30239 OL e
T4 on L9 Zs5 gn 89 GL ool qus3xg w210 KA °°®
NS od R oa oa : (¢4 0x 03
ju3aixe trews Lzoa e O] °2
juajra Yrews e oL P
jG23x8 ue JO 3ILAAIWOS op °*°
juayxa 3216 e OL 3
3103 3% 30216 K19a © OL e
¢hutujom 373 UT
I

......

YIO0R

oy batEoDO Xolfus nokX op

jua3Xa 3eya 23 sabegoae 37}

1

Lt -

*0Z

142

LI
P Y R

PP S TP




Ty

b vah o

LT,

-

T _—

e i

e m e

SIINnSdT LT ROTLSIND

T T Ty

W=7

02z 0z ' ot 60 % > ' juayx3 TTe®ws K °2

4 L4 et it Al ot L 3 ] e 1] au33x3 YTeSS OL °p

ih (43 £l 0t 13 3 1] 13 3 £ 3 3eAdE0S .o

61 | X4 o EE EE 83 ] 80 (%% 3u33x3 323D OL 3

70 o €€ it nt 0z 8s L9 Juayxg €230 kA 7P
NS 0d pl o Ju | ¢ 44 RG (0.4 6o

jus3xa trems KIaa ® OL *2

jua3xa Trews e oL °p

jJu23x3 ue Jo 3eqadwos OL “o5

juajxa 3esrb e o

e

pasn st aury Inok 3jeql 133 nok op 3

1037X? jesxf K334 e OL

¢Xep Puryioa oUl faranp »dms«uunconm

133X9 3eUAN 53 *abeyaae 373} UO ¥ d

TP

143




c—— . e e e s W TV

SITaS3ay ZZ NOILSIND

ZL £l €L ot S0 ** %% e jua3xg trews kA °d

L L L L4 8 9l ot 80 &% 3u33X3 TTewS Ol “p

Lh LE ) 4 | 24 lLE ] €€ L 3 JeqAdEOS *d
he 1113 £t 133 [A ] Sh 114 09 3u’3X3y 3edI9 OL | S
90 60 o 6l Lo s €€ o jus3xg 3eam Ka e 3 o
RS 0d om0 o BG  OX 0D a 8
o

b

w jua3xe yrews Liaa e o <3
S 3U23x3 TIeEsS © OL °PD gy
w ju93X® e FO 3JCCASWOS OL °D _wm
) juayxa jeaxb e o ~q wL
! jua3xo 3eaxb Lxsa e op e .NQ
) ipuesmwod JO uTeYd 33 FO M
' asn oq3 9515313 sy0TIadns Inok op TIIXD JeUA 53 ’asbevasae 3} Uy °TT "
._m
‘ . i
i T . o




LR D b 0 ta S A A ee bl da A R A an 3

T N e

Pl el

Al

si1nsdd €Z NOITSEIMD

e

G0 80 Lo ot €0 % % % ju33xg rrees Li °d ,
60 it £t 131 St ot *k ke 3u33X3 YIeES OL P
| R4 T4 Lz Lh 82 Gl 80 & IOYADEOS *o

lh 513 Lh 61 :13 11 h EE 3U33X3T 3I°dID O] *q -

" 6L Lo i 9L 0z 0S L9 ju33xg 3eax KA e g

NS 01 R 2q oa Ba ox 09 5 .

Ny

s A

qua3x3 Trews Kisa e o *d 5

jua3X3 Tress e oL D 5

jJ0231X@ Ue JO JIPASWOS OL D .%

quayxa jeaxb e ol °q J

jua3xs 3e31f Lxaa e o] °® -]

£SaNSST 5TUY3a/TeIOEY PabaTTe JO WADUY WD WOTIDE IYe3 O3 fuTYLTA _m@

puemwod 3o uteyd Inok ST IUIIXI UM 53’abeiaae 343 U0 °“€Z N

SR e e e e e i




o iattey i

S e

.-

-

"
(Y

Mgt e e s el

S Sadiie T A 0 -2l

et and a

sy

T T

R YR

SII0SEE GZ ROILSAND

*%
*k
SL
x4
xR
IR

zo
Ay
09
St
A4
o2a

(4]
zo
€9
1119
9t
01

aaTs590x3 KIo)

*d
°P
*d>
°q

S0 0S * %
S0 % L} 2ATSS20X1

06 *% £8 sjetrxdoxddy

*% 0s x% JTITOTIINSUT

*% % *% JuaTO>TIINSUI KA e
HQ ox 0D

aqy 73TA puads nok amT3 JOo 3JuUnowe 8Y3 jnoje [I\33F nok op mOH °GZ

aAYssaox> Kkiaa 23 23 3T IBPTISUD)
3ATSSO9OX2 3jegAdWOS 29 >3 3IT ISPTSUOD
ajeridoxide aq 03 3IT IIPTSUOD
JUaTOTIINSUT jegaamos aq >3 IT IIPTSWO)
juaroTyINSUT X18A 29 23 T IIPTSUDID

*3
“P
*>
R
e

2735TIJ0 SATINOIXT

146

<

. wta "
AT, Sy SN SRS W




Dol |
-

Dalh o c-i Srs PSS \s

< -—-

3

. onnd 2acet Tk B od

)

L e a e dnd A ]

N oW

W WITRTET AT W

"=

SITNSAIE (T NOITSIAD

x%
* ¥
L9
14
80
oR

*%
[AY
oL
L4
St
2a

0 & *% %
xk & 80 '3
ho oot Z6 ool
9Z Kk *% *&
60 *k % &%
0a HQ ox 0 30

aatTs3saoxy KI9a *d

9ATSS3OX1 °p
3etradoxddy *d>

U3 TOTIINSUT  °q

juaro>TrIInsuy KA d

a3 wy3Ts puais nof amT3 jJOo juUnoEE 3YJ JnoOTe 19227 nok op mOH °L

aATSS20%d K19A
9ATSS9DXD 3eQAdWOS
23etxioaide
JUSTOTIINSUT JILYRIWOS

3uaTOTIINSUT K19A

27 23
aq 23
23 23
aq 213
2q 23

T
T
T
T
It

J9pTSUO) °%
JopTISUO) *~3J
I9pTSTO) *)
I3pTST0) °4
I9pTSUOD °¥

cureyded

L WP

s

147

b4

-




Al i T A A & ' Ae o B

- = e Yy ototal * Denamatacme & Y ——Tr————
SIInSIA 8Z ROITSIND
y
1
B
* % ot 1 3 17 *% *% 3saw se Ltuo T 1
% S0 €1 - . *x pajeroaadde Jo8 P .”..,
80 Lo 60 ot 80 s om sasp > A
st s€ 3 ss €e 001 Ktpuaras -1 o
Ll £h 8c 113 8¢ 8 2 YTTSSOUTSNI ce ]
oW 5a og HO OX 0> © ,“..._.m
- 1
..4”..““
oy
-3snu oy ST9SF oY 3Ieq}
jus3xa 3y3 o3 KTuwo Huyaq-Tram Km uY IS3T’UY SMOUS 3H °3 mmm
Terauaizod pue XjrTrqe Ku sjeroaxiie 3pu s30p 34 °P o
sototTod STy 3juawarduy 03 2w sash 3 D .mh
aa13ts>1 pue Lypaavrry °% n”
109dsa3 Tenan@ €O pIsSe] IYTTSSAUTSRE “® ﬂmm
o
(*a3eIndORUT ]
iseaT ST yoTrya Ismsue agy 3sooyd aseald ’‘satidde auou 3T) cureaded 343 YatrA .WM
dtysuoTyeral IN0oKk Jo Buo3 8Y3 SIqTIOSAP 3S3T FUTAO[TOF @YI JO UITUM °8T -
- 8

poarey




T

AT R

T A YR W v T

Al ar s

A Ay

e

v
r

- e —

S1TINSIY 6C NOILSIND

¥ €1 h0 ** 0S % 3sae se iTuo °®
60 "o 90 S0 ** % pajer>aidie 3joN *p
60 £l oL (4] § xx '3 am Ssash *d
€L GE gh (13 % SL Ktpuatay 3
60 LE £EE 0§ 06§ x4 2T ISSauTSNI e
o) oa 0q na (o) 4 02

-, ,
[0 WWITay N B

1eq3} 3IUIIXd 33U} 03 Kktuo buraq-1ToN ke ot 3S3I23UT SMOUS 3H -

Ter3uajod pue Xatyrqe ke asjeroaxiie jou s92p 3H °P
satoTrod STY jusmarder 03 2W SISN g ">
saT3Tsol pue KTpuaTid *3

3o2ds231 Tenjnuw UO p3SEY ayTISSouTsag °®

(-3jeInooeut 35AT Y ST YITUA I38STR

aq3 @soo0ud sseatrd ‘’satrtdde auwou 77) ¢195TII0 A TINOIXI aq3 q3irn

Jtysuotaerax 1ndX Jo 20} ayyl S9qTIOSID 3ISAY futmorTOF 943 FO YO TUN *6Z

149




A Sl At Sl S S M I Y

A et el St Yot

TYT Y

RGN

i ]
- .

SITNSIY OF NOIISIND

Gl 1 ] 44 (114 LZ 0z X3TI0095/2W0dUr  *d
BO L LE GE 9% 09 a6y K3ei pedT °P
Gl 82 L]} ot 1] % kijunod @AIs D
L€ €L 90 G0 % o uao> uo/treAeIl °q
X3 Lz Lz o€ 60 (114 ~jeonp3i/furuverr  °°
OR oa oa na ox 0o

y3TA 2WODOUT dIqeUOSEdI ® gres 03 K3tunyzroddo ue Aes I °9
«3fe Kyyed ue 3e Karrrqrsuodsay
10dd> ue Res I P

juedTI U

prs Y3 TA I9DEdT © smonaq o3 Karuml

150

. . < "
PRGN Ly N

WY

Ir3uaoo Xm saxas o3 pejueA I )
*aan> Kku uo, 29 pUE 12AR I} 03 X3tunyzoddo uwe mes I °d

-sw 03 STQeTTeA® w3 daey 3OV pInNOA 3STAIBYIO

yOTYA UOTILONDPd pUE fururell UYeEIqo OF X3tum3zzoddo ue mes I °®
:Xaey auy utol 03 nof pepensind {OTqA

qriosap 3seq futmorToF 9Y3 FO WITAR “OF

uotieArION jURUTEOpP I} S




T T Ty

Ty

Pl

) SI1nsag L€ NOIISIND i

ﬁ.

ﬁ.

>, .
s .
3 80 Lo G0 0€ 81 08 jua3xy trews L °3 -
5 80 €0 €2 on Lz . jua3xa TTeWS OL  °P .
; £2 8z hh sz 6S 0z JeqAawOs  *> o
g £ Z€ 1z c0 % *% 3U33x3 33319 O 3 MM
§ 6€ 0€ LO " . e jua3xy 3eaxo Ko e .M
: . <
w I aa od Ra ox 0o n i

. ju23 X2 a73I3TT KkI9a e of °d
3U23x3 JTIITT © OL °P
g j3T23X> 9WOS O °O
; jua3xa w216 ® OL °Q
jua3xa 3e>ab Xxaa e o] °e

spuewwdd 1o
uTeyd 343 TA DPOAT8021 PIOA 2Y3 Ueyl 2IBINOOE SIOW ST SSIM
, 0d> 9yl UT DIAT2091 PIOR 9Y3 3eU} T253I nok dp 3wd3Xe jeqm oL °LE




SITInS3¥ ZE€ NOITSAND

. 4 Lo ** > > jue3yxy YTems Ln -o o
*% LO ho *k * *n Jua3Xy TrewS OL  °P e
nZ 91 74 oL % % jeqaamwos  *d >
st g€ 3 3 Lt L Jus3xI 3®2IO OL  °Q ;
Z9 8¢ (1] 09 €8 €8 jua3xy 3eaxs Lo e
OR oa oa HQ ox 0> N

[Ta]

~

jaa3xa arI3ITYT K¥9A R OL °?
- 3U93X3 3T33TT © OL °P
. 3}133Xd> 2WO3 O *O

. jua3xa 3ea21b v OF °¢
. juaqxa je31b Kisa e o “°®

tkarrrye
; ok y3Ta o93einsusmwdd dTUysIapeay pue juozsbeuem 33LIISTOUIP
pae uxesTr o3 K3tunilzoddo o493 uoaTS uwaaq nok saey 3udIXd e O Tt




s110nS3d €€ NOIXSIND

%
*%
80
94
9t
ol 1}

co
%
LA
123
4
oa

S0
hi
8
€e
61
oa

1)
*#
ot
St
ot
Ha

*% % quae3x3 TTews KA *d
60 L jua3xy fre€s oL °P
9¢ €€ jeq A9 WOS *>
9€ €€ jua3xy 3ed19 0oL  °1
81 L jus3xy 3ea1p K e
(1 ¢ 0o

153

23oadse TedTUY

3u33 X9 9T3IITT Kxoa © 0Of
jua3x> 8TIITY © OL
3133X3 3WO3 O]

jua3ra jeda1b e Ol
juza3xa 3ea1f LJoa © O

gof anok 3Id 3533se mﬂnmuocmwA\uQQ-Omsna- ayy ST WOIXI jeqA

*3
°p
*2
"1
*e

593/930730A 3Y3 Uey)y nok o3 sue3zJoisT 2308

oL

*ee

PR INE SN, W




-

— ey ———
Ll AR A

- W —— .y — W

- —— o ramat » ey .14.44.1_1i. ,1;1|,4.<J -
SII0S3Y HE Rorrsand
% z0 80 xk % % quaaxi Yrems KA )
g0 Lo /A x% % % 3u33x31 TTRP®S OF 4
Gl 0t 0t on L €€ IeqRDWOS *d
9% 6h 11 1) L9 143 ju23x1 3e339 O - 4
L€ €L 4} G0 Al €€ quayxy 3v219 L ‘e
ol | Jda oa HQ oX 00

j3u23X2 oT33TT K18A ° OL °9

Ju23Xd> 2733TT © O °P

jz23x> 2WO03 OL *“D

jua3xa jedab e o °QF

3ua3xd 3eaxb Lisa e o “e

mof 3109738 Y ssaemzoyrad qd>f znok s30p WIIX® jeqa 9L °HE

efatTTigeded unzTxXem

<r
W
-




o

AR R D AN

PO Sl Bl ol M S

A1

$110S3¥ GE ROIISAND

* %
st
St
9
£z
IR

(43
81
EE
8Z
oL
oa

4
nt
Z¢
Lz
Lo
oa

*%
0C
Gt
4
14
HQ

= % jquayxI TTR®S L4 *3
L ¥ qua3xi TYews oL P
114 *E 1eqADROS 2
6z 0S jua3xI 3319 0L K
£€ 0S Jusjxy 3ea19 A4 °®
ox 02

S120779 ©I3X3 10 SIUIWIALTY

jua3xa oTIITT K12a © OL
ju23x3 ITIITY © OL
3233X> 9wOS 0L

juajxa jvaixdb e of

jua3xs 3ed1b Lx2a ® O]

o.W
o
*d
°q
*e

0o aqa Lq poZTUS0D3Y

se Tetroads anol sxe WIIXS jeqe O] °GE

155

~ e L.
R
bl '. -’ R
AL P
L ik ok kot T iop

TS

N

e
BN
D IS




SIINSIy 9¢ NOILsInd mM

% S0 Lo ** % % que3xy TTews KA °@ -
** £l 0 ot - ' jua3xy TYeWS oL  °P -
9% 8¢ 8z oL £ 1 ] L JeTADEOS et )
Gt 9¢ Zh ot 133 £ 3 jue3x3 3©dIH OL *q ’
6t gt Bl 0s L9 €8 jua3xy 3239 XA ce © .
oR 5a 031 RO ox 02 A o
:
; ;
’ jus3xe ST3ITT K32a @ O °3 -1
: jue3x> 3T33TT © OL °P o
_ j3123X3 w03 ol °d L
4 juaixa 3e21f e oL -7 ,wm
jua3xo 3ed16 Lkraa e 0] P
:29TTTq InoX YITA IILINSUIWEDID IyrrIqrsusisax @um

pue K3raogine 3yl uwaaYh usaq nok aaey 3ua3xa jeqr OL °9¢




LR ok Sl As e e 4

MOty Deate T -2 A0+

A

v

T

SI1nS3¥ L€ NOTLSIND

O

’ .
Sadedndh A oo

80 G0 3 4k % % jua3xy Yrews A *? wa
*s L0 60 oL *n - jue3xy TTRWS OL  °P :
80 €€ (14 oL - ** JeqAawWOs  °d
6€ ne ze ¢ 0S L9 juayxyI 3ed3I9 O  °F ~
9 Lz T4 Gh 0s 33 qua3xy 3eaxs fa @ A
) oW 2a oa Ha ox 09

R

"

3u23%x3 9T)}ITT K124 @ O] °3 Bt

ju23X> 8TIITT @ OF °P n

J133X> 2wW0s Of °2 Ww

Jua3xa yeaxb e o °q wm

jJua3xa 3316 f13a ® OF °® uu

¢enok Lq uorysebbns STTYAYIION © UO mm

300 prnOA 0D 243 3By} 3WAPTIUOD nok 3Te IWIIXD 3bYA O “LE Mm

P

"

T,

WP




A

A e

Al Al et T e st T Al it

-—
™

Lt aiial o

v

R At 0k ISt P Sk Sl il i

siTns3g 8E NOIIS3IND

80
*%
EC
9%
£€C
o

ol 02 ] % x jusyxz TTemS KA *@
€1 L] ** % T qua3xy TTRES OL  °P
Lh 0€ Sh L % eyAamWOs  °D
4 (34 0z zh €€ jua3x3y 3219 0L I
Gt Lo i[5 Zh L9 qua3xy w219 KA ‘e
2da od Ha ox 02

3u331%X3 3TIITT {xo0a v OL *d
qus3x3 ITIITT @ OL °P
juo31x3 2®Wos OL °O

FUD3IXD jesxb e or °1
Jus3xa 30336 Kiea e Of -

:suot3eat3dom IN0L IO futpUe3lsIIPUR

sqeInooe U Sey 0D 893 LYY T99F nok op 3Wd3IX® JeqA DL

.. N (@ e
NP W VAP L. 1% e

;12

T
Ml A St ol am ol M g L o d e an amr A

158

..

LK P

:’r “"™ .
[ -

e,
P

- DR &
R Y 2 AN




Ve e T g T Wy Y S W T T B

T e

T W T T e T R T T

-

AEA R A

AR &

AT e e e

SII0S3IY

6€ NOIISAND

*% Lo Zi *% *£% *% jua3xz tTewS KA °®
80 €l 41 oL % % Jud3IXy TTews O °p
80 €€ 8¢ ot L *% JeqAdEOS *>
133 97 9z 113 13 L9 JUSIXY Ie239 Ol 3
ns 1z 6t 0S 0S €€ jua3xy 3ed19 KA e
o] | oa oa HA ox 00

Ju93 x> OTIITT L1224 ® O *d

3UalX’d ITIITT © OL °P

ju23%X2 2W03 OF °O

jua3xd 3jeaxb e o -7

ju23xd 3316 Lr3a ® O e

surnuab ® seg 0) aY3 eyl 7233 nol d>p 3IE@IXD IeYA II °6E

¢dIeIToMm Inok JOF UIIDUID

159




e e - = v ————rr—r - ~
. - B e R B e e o e
[ 2

P
o
“s

ok S e i B A0 el

R R R U

: S1T0S3Y Oh NOILSIND »
w._ .

ﬁ;, ¢
t
5 80 S0 zo ot . *e juayxy Trews K @ s
. .
" *% €l 92 oL * % 0¢ ju23xy TTeWS OL P
" 6€ €h Zn 113 L . jeqasmos  °> L
; 9% 8z £z 0F Zh on JWs3XY 3Iv3IH O  °F . 2
2 80 oL Lo st Zh o Juaxy w9 I -® 2 %
, ok oa oa HA ox 0o i
:
3U33xd 9TIITT K12A @ O] °*3 ..
. JT23X> STIITT @ OL °Pp
,_r }T93X3 9WO3 Of °*D
: jus3Ixa e3ab e o °g3 ,1
: 3u33x3 30316 L1094 ® OF °e
.. e
. ektayeradoadie M
pa3juexb sxe faey aq3 uy sabarratid jey3 1233 nok 5p WI3IX2> JegR O °“0Oh .._”_....h

- ‘f..-l
7 rw.*
- .im

, ..,n.:.
er

. i
’ . ,.-.JM

v

. Ry
2 hl.-l.hw PRIUNIIRTON sz.ml A i g .ﬁbL 2 bl .,Vnz.v:\ P | .Lrbbb . A L 4 . e L o .,.-.....-.M




SITNS3¥ Lh NOIISAND

* S0 Zo0 Si % «+ 2931besty Ktbuoms 3
80 €0 9t 0z 74 L qyre aaxbesrr P
80 L Lo ot e *% goturdo oN i
L 6€ hh oh €€ €E q3TA 22367 1
L9 (& € St ch 0S oaxbe Ktbuox3s e
IR oa o]ef BQ (0) 4 02
<
aotTyoexd y3ta eaxbestp Lybuworys -°
ao13oead y3TA d31festl P
woturdo ON *O
eot3oexd watm 9216v -7
, aot3oexd q3ta 3336 Lybuwdy3ys ~-e
3
' | i(==*2532 ‘TTTqUYILA 34} wWOIT
w uwotrideaxs ’s3d5T Suryaed 19td J0 Bbueydxd Laey agy 3e ssoerd bHuryred
m p2419s21 0IJOW/0dD/323IEND BY3 JO IJOITES 2°1) sabarrarid asaql
. paauzeab 3>u suoszad 03 YURY TT 1oran{ toumosiad o3 sebayrarid
W tetoads fuyrivedd 3o 2oT3IoeId 9YI YITA 2216® nok >p WI3IX> AR OL “Lh
OB~ SIS, | B ® S

W

L) W ) -
v a® . v
P N

LR
LA

p

-

S

.,
W e e
P v




AL e
T
¥ WAL GBREN

1.

2.

3.

4.

S.

6.

7.

8.

9

10.

11.

12.

13.

14.

.

“ 0 - el T T ET R R TR TR ST T v eTwTeTT

1IST OF REFERENCES

Naval Institute PresS, pr. 35-0

Nocel, J. V. Jr., Division Officer's Guide, 6th ed.,
§7"1972.

Reilley, Evwing k., " Sound Organization - Keystcne of
Management Develofment ,Y eds. Merrill, «F. and
Marting, E., American ggnagggggﬁ Association, 1952.

Faycl, Henri, Industrial and Gen 1 inist icn
trans., . A, oubrough, . .Geneva Internatiobal
Management Institute, p. 55, 0.

gtziogi,%,, i :Dua;c o gea@efship-l Bin_ COEP%SI
rganizations gperica oclioiadica View Ve
PEIeEE €98, “bctober- 1965, 296402041022 JeVieN, ’

Kahbn R. L. and others Organizational Stress:
Studfes in Bole Conflict ahd ~EiBIGuily, Wildy —ana
SOBS, IRC. ’ Tgano :

%Egger, J. A. F., BManageament, Prentice-Hall, 1Inc.,

Senger, J. D., "The Co-Manager Concept," Califcraia
Maragement Review, v. 13 , Spring 1971,

L2 P3P 3

Harvard Business Review, . 100, February 1976.
Daft, R L Organization Theory and Design .
380-417," west rubLiShitg Company. T = ¢ P

Pfeffer, J., Pcwer in Orgamizations, Pitman Pulblishing
Inc., Y981C

Frenchﬁ J. B« F. and Raven, B., "The Bases ¢f Sccial

Power in D. Cartwright, Studies in Social Poer o
256=2&9 Ungggrsity gf ﬁiaﬁfﬁiﬁi Iﬁsfitﬁfé fb%'sécigl

Research, 1959.

SRetes whpgbars pulfiehs REELEE MppieneiERTR!
1 Y -

July/Augﬁst,'TS??%‘ == it PP ’

Emerscn,B. M., ‘“Power-Derendence Relations," Ame€rican
Sccioclogical Review, Fp. 31-41.

Atkinson, John &., An JIantroduction to Motivaticn Van
Aohinsoge JoUQ k- A Introduction to Hotivaticn.

le2

PR~ 7 N PR R

SRR ) RO

T YR




15. McClelland, D. C. and Burnhaak, D. H., "Powver is the
Great Motivato Harvard Business Review, v. £4,
EE-100-110, Fe ruary

164 Kanter R. H. en _apd Women of the Corporation
p- 186, Basic Bccks,’Tg 7. Ee ’

17. Peters, T. J., "Symbols Patterns, and Settings: An
Ortimistic Case for ftin g Thiugs Done," mericanp
Maragemeant Agggglatlon, FpP-. b46-665, 1978.

18. Ginz . and ellle E. N, Effecting Chan in
%%%3_ gé pization yﬁz, Collabia™ Uﬁ’?ﬁf%' y'P%%sET

19. gﬁgac £f the Chief of Naval 0§erat10ns Instruction

€ 0
37C, United States Navy,

e

20. and Porter,L.W., eds.i uotlvatlcn and

5-20 McGraw-Hil

=€4ayvio EE-

"

T

/B

‘e f

163

- -, «* v T

.. e . . . . .
. L, LIRS S SR T . . L AL AP
(TN, & AR TSRS, V- S, ST S A R o PR AIE S, S SO s




M L v Te T VT W
. e M T Ty

< RS o Lol sed ) ol
) - PN Ta T T T T YT Ty
.

B

L.

E BIBLIOGRAPHY

Py
A
A

Argyris C. Integratin the Individual and the
craapizitien, biley, 19en -ond =3¢ 1B .

‘ Atkinsoxn John #. troduc to Motivati Van
Nostrang: 1924 ¥-. Ab lutroduction atioh
Eales, k. "Tack Roles and Social BRoles in Prchblem

Solving Grou s, in T. Newcoae and E. L. Hartley,
%% d;ngs in Social Peycho;ogx, Holt, Rinehart, and H1n=tcn,

lak . and Mcuton, J. S The Manager Gulf ’
Fubiifning, o6l ‘ ‘ Hapagerial 6zid !

Eoyatz;sﬁ « Ea, "1he Need for Close Relatzonshzﬁs and the
Manager, In D. Je cIntryre,

l
0 anlzatz na (o £ Readings Prentice
'_In _g.1§75.1 hslggx 29.. of BReadings, i

Burke - "The Bevelopment of Task and Social-Emctional :
Role ﬁxffetenflatlon," Sociometry, V. 30, December 1967. E

Cope, H. F., Command at Sea, Naval Institute Press, 196€. 5

Daft, R. Organization Theory and Design, West Publishin
. &3apany, 73gy2kdandzation Theory and Design, ing

Qgég. Ernest, Organigzation, American Management Associatica,

Emerscon,E.M., "Pover-Dependence Relatioans," American
Sociclogical’Reviey,

Etzicni,A. ual Ieadershi in Complex Or izations "
inericap S§c1o;og;ca evigu,pv. 30,°08tober 19657 ‘

Etzicni, “Authorzt Structure and Organizational
Ef%ect;veness, Adminpistra gige Science Quarterly, v. 4, June

L 4

-T:".' i

Lhtie o o

Fayol, Henri strial and Gene mpinistr on trans.
q§§6.' Ccuhr&@g‘g a IThitel atigﬁa%gnanagéﬁg§%'lﬁst1tute,

F%ssh, G. G., "Toward Effect Lelegation," CPA Journal, V.46,

[
3
-
.

- Erenchﬁ in artnt; Eaven. B., "The Bases of Soc1al
‘ i vets;ty cf izchzgan, Instztute‘%ggigéczé% 29%4? b, Equss.

Ha;es1 95 1., "The Gentle Use of Power," Management Review, q

giﬁ;ﬁiég éigfngolﬁﬁiiieﬁnxv2£§1t§§§§%§§?“ 15§§%§£ i1 large

164




e

berg, F., Work apnd the MNature of Man, World Puklisbing,

R. _L. nd otlers apjzatijo Stress: ‘1€s j
Ro e'gg_;;ict nd Ag;;ggi;%fgﬂgfgﬁ‘%ﬁﬁgéoﬁs, c.,§%§§f7§ 4
iﬁ ’ “EouerJu{§}%ggﬁs%? 1g%3fgelent Circuits,"

o
M &
< or

evieu,

bt rmc
e OO

nd NWomen gof the Corporation, Basic Bcoks,

~i
~Jet+

op

lavrence P.R. and Lorsch Je N. Iy izati d
Epvircoment , Irwin, 1967. ‘ « Qmgapization aad

qsg%elland, D. C., Ihe Achieving Socjety, Vam Nostraad,

laswell, Harold D. olitics: Kho Gets ¥ ih
Hgggaﬁ‘ﬁill,o1936.' kolitics Who Gets What, Hhep, How,

qggsegor, C. M., The Buman Side of Enterprise, McGraw-Hill,

Mashburn, J. E. and Vaught, B._ C., "Two Heads are Better
%haggCne,asge gggg fcx Dual Leadetsﬁxp,“ Mapnagement Review,
- ' e L]

Maglc A. _H., Motivation apd rsonality, 2nd ed. Harper
aﬁi Rgﬁ, 1970 Hotivation apd Pe¢ . ’ arge

ucClelland‘ Do C. and Burnbam, D. H.,_"Power_is the Great
Motivator,"™ Barvard pBusiness Review, v. S4¢, 1976.

S0 1i2at 500 wacutSapliq3q;, EEobless of an Iadusirial

Mechanic, David, "Sources_ of Power of Lower Particiggnts in

Sog;lﬁéezorganxzatlons," Adminjistrative Science Quarterly,
u . =

Belticnctin plivardbus S neviig, v 79, SHBgETInate’s

Peters, 1. Jey "sinbols .Fatterns, and Settings: ., An
Cptimistic Case fc Geltzng Things Done," merican

Managepent Assocjaticps, 1978.
%gggfer, J., Power ip Orgapizations, Pitman Publishing Inc.,

Efeffer, Jd., "uan%genent 3s sinhoiic Action: The Creation
and _ Maintefance o anizaticna Pargd;igsé" in L. L

cx
Cupn S and_Ba M. Sga eds. S rganizational
e 323;, vol, sf’CT:JAI Press, 198%
Pfeffe¢r, Je

P “Ecvwer and Resource Allocation in
Crgamigzaticgs, i

2 \ ] .
MY s B s as dshavisty, e, BT
Efeffer, Jetfeég;;gnmhe,uicggggfitésg.of Organizations,: a%ﬁ

§§§%£f§%§§fja§ v M. We. Meye

forte:, I. k. apd Miles, R« E., "Motivation and Management,"
n J. W, HNcGuir €d. gpagemept: §gg and
Yiewrcipts, Prentgée-ﬁa117g . . 1akuss

[ A L ]

165

. - ~'l . o« .
I b el 2, - 2

- . . L4 « . - ~ .
it A n s m = ey e e




U A e 24 2 e o o

o

b.- -«

h

- Reilley,E.¥., " Sound Organlzatlon - Keystone of Managempent
- - Deve cigent " eds., uerrxél,ﬂ. . and Marting, E., American
(¢ §ssociaticp, 1952

fagn

Salancjk, Gerald R. and Pfeffer, J., "The Bases and Use of
Fower 1n Or ganizaticnal Decision Makin The Case cf__a
University," &Qeaa;§1£.xsxg Science Qggggss;xf v. 13, 1977,

gchexnéulie He , “Behavxoral Sgéenceg for uanagenent,n in g&
Yeunciuires, odir, Soptemperary Hadadeacnt: Issles aad

Schein, Edga Ha, “or apizatiomnal Soclallzatzon and the
gzg{eigégn 1368 uanageme te® I 3g§ trial Mapagement Review,
€

Senger Je D. "The Co-MNanage Concept,” Ca
$andgehent Review, v. 13, spring 1971. Pt." Saliforula

ggqadxll, B. M., Bandbook of Leadership, The Free Press,

Stoner, J. A. F., Mapagemeat, Prentice-Hall, Inc., 1978.

halieg e ane 2 o
’

l66

s R T . S S S L
. - . . . - * v, . . . - . . -
PR - . LN AN . ES Y UL S U .
L . RPN 2P L R A SR o e T e e e e e T e e e e .
S S, ¥ R I ST R - R I U W . “ Nt o .
e B B S e .
- . - . S B .. L ) . - - - " .‘




DI S i S/ S A B~ e SR A e ey o

INITIAL DISIRIBUIION LIST

No. Ccpies

1. Defense Technical Information Center 2
Camercpn Station | |
Alexandria, Virginia 22314

2. Lihr§r¥, Code 0142 2
Nava ostgraduate_School
Monterey, Califcipia 93943

3. Lepartment airsan, Code 54 . 1
Lepartaent of Adalnlistrative Sciences
Naval Fostgraduate School
Mcnterey, Califcrria 93943

4. Ccamand Naval Surface Force 5
e tlantic Flect ’
Attr: NV
Norfolk, Virginia 23511

Se Professor Reuben T. Harris, Code S54HE 2

Department of Adsinistrative Sciences
Naval Postgraduate Schgol
Monterey, Califcrnia 93943

6. Erofessor Philir Bromiley, Code 54BG 1
Lepartsent of Adszinistrative Sciences
Baval Eostgraéuate,School
Monterey, Califcrpia 93943

7. Lirectcr, Leade€§hip & Command Effectiveness 1 ‘
Livisicn (NMPC-61)
Human Eesource Managjement Department
Naval Military Fersonnel Coamand
Kasbington, D.C. 20370

8. Dégeggfr, Human Besources Management Division 1

eputy Chief of Naval Operations (Manpower,
Felsofinrel & Trainin
¥ashington, D.C. 20

9. CCnmandlng Officer 1
Human Resdurce Management School
baval Air Staticn Mémphis
Billirgton, Tennessee 38054

10« Ccllanding Office ] 1
gr agzzggdgnal Effectiveness Center
a
Aiane a, Califorpia 94501

- 1. §§;§§32:£§§§§§:§§§Sciiveness Center Norfolk H
ioéfclk, '] :ginfa 25338

12. Ccasapding Of icgg )
Crgapizational Effectivene
Fearl Harbor, Hawaii 96860

ss Centexr Pearl Harbor

- 167




AR Bl 4 o
- w

g
e ’
| AR <.
PN TR » Ty
«

, 4
1. '1 . |..
@l
.- L5 8 e
@

e WW T T YT

13.

4.

15.

16.

17.

18.

19.

21.

22.

23.

v

LS A AR Aale i Ty Ty >
M A e AN Sl A O A 20 BR300 v R et - S e g AR A e o R a2 a2

Ccamanding Officer .
Crganizational Effectiveness Ceanter
Haval,irazning,Center. Building 304
San Diego, Califormia 92133

Ccllanding Office§ .

Crganzzat oga Fffectiveness Center
Cchnonwealth Building, Roca 1144
1300 Wilsom Blvd.,

Arlington, Virgiria 22209

Ccagapder, .
Ctganxzat;onal Effectiveness Systenm
5621-21 Tidewater Drgas

Ncrfolk, Virginia 23

Ccamander .
Otganzégil?gal Effectiveness Systenm

-« C
Naval Station .
Eeaxl Barbor, Hawaii 96860

Ccamapder
c:gangzatiggal Effectiveness Systea

E. C. Eox
FPO
Bew York, New York 09510

Ccmmanding Officer

Crgapnizational Effectiveness Center
Naval Ease, Building NH-46
Charleston, Soutb Carolina 29408

Ccmranding Officer .
Crganizational Effectiveness Center
Naval Station,

Mayport, Florida 32228

Ccmganding Officer .
Crganizational Effectiveness Center
Eioo' Box 3

New York, New York 09521

Ccasanding Officer

Crganizational Effectiveness Ceater
- &, Naval Station Rota, Spain

Eox 41

FEC

New York, New Ycrk 09540

Ccemanding Offi

Crgangzationai %igectiveness Center

%ioc' Eox 60

San Francisco, California 96651
casapdi offi

grggnigiggona 1ﬁfectiveness Center
h hex Islan

Naval

ir Statica ihidheg Island
Cak Harbor, Washington 98278

les

1
San Diego
Washington
Atlantic
C s 1
Pacific
1
Europe
1
Charleston
1
Mayport
1
Naples
1
Rota
. 1
Subic Bay
1

..........




LN I AL A L L AP R e . L A

24. Ccamapding Cfficer . 1

Crganizational Eifectiveness Center Yokosuka

%ioc. Box 4

Seattle, Washington 98762 .
25. 1CDE. louis L. ¥cGinty, USN 1

509 Timbercreek Elace” .
3ﬁgtn1a Beach, VvVirginia

Nt

BRI Y IR




T " "
R e

-

(AP AP
.
S S i S A S

,.. ... .\
I SR
...,. e
I 4
. e
' oA
4 o
b ...L
! _...g
- .L
. .
9 o
b,

t.

AP

FILMED

° 1
.
A «
. E
« .
PN
\ .
-l
i . .. L
= .
-n
,,
3
. I
. Kl
a .
- .
. .
f
.
.
‘
. s :
r, s
[ e
.
e ,.
S
[
-
.
-\
4
r
, .
F,
v
. l- ‘
p et
. e !

p,

) .
W AR R SV TAR . O ..-.ﬁ.n...-..v-PnL z'n.\ oamah st j‘.’.l..b\ , - Fﬁu&,.rr»rfrvk | VI 2l aalalg s ettt " TN



